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EXECUTIVE SUMMARY
TITLE: Combatting Filot Attrition in the USAF in the 19%0s
AUTHOR: James Farker. Lieutenant Colonel . Canadian Armed Forces

Manning of the USAF‘s pilot positions in the late i980s
again fell to crisis levels. The Aviation Career Improvement
Act (89) and shrinking USAF force reauirements have ameliorated
the worst effects of this crippling praoblem; however, the
current relief from heavy attrition may only be a temporary
Tull in the action. The USAF remains the major training stream
for the US commercial air carriers, and the draw on the USAF
pilot population over the next ten vears is projected to be

xtremely heavy.

The USAF pilot attrition situation will be compared to the
recent Canadian experience, along with several supporting ideas
trom the British attack on the problem. This study will show
that the high motivation and morale that has kept many pilnts in
the USAF beyond their ADSC during the [980s will become mare and
more difficult to maintain as tighter budget restraints and
shrinking resources combine to limit future career options.

The 1?90s budaet reductions and associated structure

modifications offer the USAF one unique opportunity to revisit

and decapitate this persistent problem. This study suggestsz

that few new policy madifications remain to mitigate future

crises, It recommends several policv refinements, including the

wmplementation of a dual track pilot career system, to cure the

effects of future pilot attrition.
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BIOGRAFHICAL SKETCH

Lieutenant Colonel .James Farker is the Canadian
International Officer in the AWC Class of 1990. He is a”
Canadian Armed Forces (CAF) pilot who has flown twin-engined
anti-submarine Tracker (C52F) aircraft for Maritime Air Group
{MAG: and twin-engined Huey helicopters for 10 Zactical Aiwr
Group (10 TAG). 10 TAB is the Canadian Air Force Group
(eguivalent to a USAF wing) which provides aviation support to
the Canadian Army component: MAG 1ikewise supports the Canadian
Navy component.

His previous tour before AWC was in the Directorate of
Military Manpower Distribution (DMMD) in National Defence Head
Buarters in Ottawa. Here he oversaw the equitable distribution
of personnel shertfalls of all military occupations of the
Regul ar Force Component of the CAF. One of his most interesting
secondary duties in this Jjob invoived participation 1n a +formal
working group tasked to review and rework the CAF pilot
attrition problem. Studying the USAF problem and comparing it
to the Canadian and British situations was an obvious extension

of this interest.
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CHAFTER 1

INTRODUCTIGN

"While oaverail retention rates are strong, pilot retention
rates remain a problem as the Air Force continues to lose
well-trained experienced pilote. This is largely due to
increased competitinn with the commercial airline industrv for
quality pilots—-a trend expected to continue through the middie
1990s. Filot retention is at a crisis ctate and is a madjor Air
Force concern.”

The persanal signatures of the USAF‘s Secretary of the
Air Force and the USAF’'s Chief of Staff appeared directly

opposite this worrisome quote from the recent USAF REFORT TO THE

101ST CONGRESS OF THE USA--FISCAL YEAR 1990. Was this

particular arrangement i1ndicative of strong personal cencerns
regarding the health of the heart of the USAF? These two
senior officiale were obviously verv concerned zbout piiot
attrition’s possible long range effects on the fighting fitness
of one of the strongest air forces in the world. The
re~appearance of znother threatening drop in the piriot retention
curve seemed verv similar to the earlv 1980s niantmars when
pirlot retention figures hit record low percentages,

However. this second crisis situation for the USAF has
temporarilv been averted by "peace breaking out all aver." But

there 1s a distinct poscsibilitv that the USAF 1s not free anc




ciezr of the problem vet. The fiscal demands of a huge
equipment modernization proaram are now combining with the
political pressures caused by the USSR’s vibrant leader and
"Blastnost" to cause many of this nation’s politicians to call
for deep cute in the American defense budget. As money and
resources tighten up, 15 there no lasting cure for pilot
attrition other than to attempt to buy back the services of manvy
experienced pilots. who are now threatening to leave the USAF 1n
droves? Has society changed =o much that the thrill of flving
high-technologv’aircraft 1n challenging roles. and standing on
quard f¥or one’s country, no ionger appeals to a younger
popuiation with such valuable skiils that they can capture twice
their military e2arning potential emplaoyed as low-challenge,
high-technoiogy airbus "drivers"?

A cursory study of the superficial gquestions posed above
and the steps taken so far to ameliorate this critical situation
wouid ceem to indicate that the swiftest answer 1s "yes".
However, when refizcting on piiot attrition‘s persicstence
throughout most of the air forces of the wastern world, one
would tend to postulate that there must be numerpus other wsvs -
to deal with the situation. USAF, Canadian Armed Forces iLAF)
and Roval 41 Force (RAF: personnel stafis have recentlw
proposed and implemented several =olutionz to this annoying
pnenomenon wath differing values of effect.

Th:s analysis will compare American and Canadian strategiec

to count2r noth current ano future levelz of pilot attrition.
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It will also call on paraliels in the RAF pilot personnel system
as support for a few of the more exotic suggestions herein. It
will first attempt to document many of the identified factors
which i1mpinge on this problem in the USAF situation. While
doing so, it will attempt to answer several related questions.
First, just whei is causing the current movement to the
airiines? How deep and strong is this draw to the airline
career field, and how long is it likely to last? What is the
likely effect of this attrition on the USAF during the upcaming
decade? And last, but not least, if future pilot availability
far the USAF appears to be jeopardized, what else can the USAF
do to ameliorate, if not eliminate, the problem?

In attempting to answer the last of these questions, the
study will extensively review the pilot attrition situation in
the USAF’s closest neighbor. Here exists an air force
appro:imately one-tenth the size of the USAF, which is exposed
to most of the same strains and stresses to which the USAF is
currently susceptible. The study will review the recent steps
taken by the CAF to respond to its own attrition praoblem. The
similarities and differences between the American and Canadian
s1tuations will be reviewed, and the applicability of the
Canadian responses to the American situation will be discussed.
A few of the RAF’s recent initiatives to cambat pilot attrition
will also be addressed in this analysis.

If nothing else; simply understanding what causes the

commercial airlines® demands for pilots, and the fluctuating




nature of this demand curve, may well reveal better ways to
improve, if not eliminate, this resource-depleting situation.
The former Canadian Director General of Manpower
Utilization was an ardent student of Chinese culture. He was
fond of pointing out that the Chinese symbol for crisis is
composed of two separate elements: one character symbolizes
danger; the other symbolizes cpportunity. In another thorough
review of this USAF crisis situation, this time from an
interested but unbiased source, perhaps the danyger zone of this
current phenomenon can be prabed thoroughly and more lasting

cures to this debilitating problem can be devised.




CHAPTER 11
DEFINITIONS

) "PULL" —- used throughout this paper to indicate a faéfoﬁ
external to the USAF (or largely beyond the USAF’s contrel)
which may be causing pilots to leave the service. The most
obvious "pull" at this time is the current insatiableiappetite
of the major U5 commercial airlines for trained and experienced
pilots. -

"FUSH" -- used throughout this pgpef to indicate a factor
internal to or largely affectable by the USAF which could be
causing pilots to leave the service. 0One obvious “push"

is the ugly reality of USAF 1ife which requires that many USAF
pilots musé serve in "undesirable” locations, since that is
where the USAF bases are located.

"AVIATION CAREER IMPROVFENT ACT of 1989 (ACIF/89)" -- a
comprehensive bill iatroduced to the Senate on 17 Mar B? and

- ( passed by both houses on 29 Nov 82. This bill integrates
Bviation Career Incentive Fay and Aviator Continuation Fay into
one package. This bill also tightens the various gates for
continuing ACIF (the number of years which a pilot must remain

flying) while raising the amounts paid out.

(4]
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"ACTIVE LUTY SERVICE COMMITMENT (ADSC)" -- commitment by
individuals to serve a specified period of engagement upon
receipt of training, promotion or PCS. ADSC has just been
amended by ACIF/89 to 9 years for jet training and 7 years for
all other personnel who receive pilot training.

"CUMULATIVE CONTINUATION RATE (CCR)" -— used by the USAF to
calculate pilot retention rates. "CCR is defined loosely as the
probability that a pilot would remain in the Air Force through
those critical years selected as significant in the retention
decision cyclte". (1) Hence the CCR of a six-years-of-service
pilot is currently defined as an estimate of the number of
pilots entering their sixth year of service who, based on a
{Z2-month look-back, will complete their 1ith year of service if
current retention rates continue. As newer terms of service
with longer ADSC terms begin to apply to new pilots, this CCR
zone will be adjusted through the longer years of service to
continue to bracket the first five critical years after ADSC
commitments are completed. These years will continue to be the
most critical ones determining the health of the eaccupation.
"AVIATION CAREER INCENTIVE PAY (ACIF)" -— a variaticn of flight
pay, last boosted in 1981.

"AVIATION CONTINUATION PAY (ACF)" -~ an interim pay improvement
package instituted by the USAF and USN on | Jan 89 as an

expedient measure to help counter rising pilot attrition.This




"Re~Up Bonus" is prorated, depending on the years of service

of the pilot involved. Contract amounts vary from #12,000 for a
pilot who has served 8 years to $6,500 for a pilot who has
served 13 years. This bonus is only paid to those pilots
considered to be in the "critical years of their career zone.
Filots who are still serving beyond 15 years of service are now
considered "career oriented" and are not considered to be in
need of further financial incentives. Likewise, navigators and
helicopter pilots will not be eligible for the bonuses because
their retention rates are high enough that the extra incentive
offered by the bonuses is not required. (2)

"INSTRUMENT FLIGHT RULES QUALIFIED PILOT (IFR Fitel)" -- Used as
a basic discriminator in pilot selection for employment by
commercial airlines. An experienced pilot will have at least S50
hours of "actual IFR" time, which means that he or she has flouwn
as pilot-flying-aircraft for S0 hours in cloud or
visibility~obscured conditions which force him or her to rely

totally on the instrument panel! for aircraft performance and

attitude information.




CHAPTER 111

THE "HEALTH" OF THE USAF FILOT SYSTEM

The "health" of any nation‘s air faorce is often
superficially measured by examining its pilot situation. It
remains a basic truism that mediocre pilots, or a
minimal-strength pilot population, will not produce a fit
fighting air force capable of sustained conflict. As an
indicator of the strength of any nation’s peacetime air force,
this particular gage remains more useful than most.

The USAF measures the "health" of its pilot population using
a gage called the Cumulative Continuation Rate (CCR). Another
loose definition of this rate, compared to the earlier one
offered in Chapter II, is the probability that a pilot will
remain in the USAF through those years which are thought to be
the most critical ones between the time that his or her ADSC or
"payback for training" expires and the time when he or she is
likely to remain in the service long enough to collect a
pension. (3) The CCR is simply an educated guess, based on
trends established over the last year, applied to all of the
pilots in a particular year group.

The USAF Filot Retention Trend for the last ten years 1s




usually quoted using the CCR for the current pilot group which
now has six~to-eleven-years of completed service. The CCR of
this particular service group has been used as the critical
indicator of the present "health" of the USAF pilot force for
several years. The recent retention trend of this critical
population is portrayed in Figure 1.

Figure 1--Pilot Retention Trend

Summary of Six to Eleven Year Group
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PILOTCCR| 26 | 42 | 64 |68 |78 | 72 | 89 | 66 | 48 | 43 | 3¢

Figure ! from Air Force Personnel Retention Center, as of Dec 89

Current USAF personnel planning models postulate that the

USAF must maintain a long-term CCR of 60 to 70 percent to




satisfy long~term sustainment rates. "Too low & CCR can mean
that the ratio of experienced pilots to inexperienced pilots is
low. Accident rates go up. Readiness goes down because of all
the training needed by inexperienced pilots and the lack of an
adequate manpower base for selecting appropriate aviation
leaders." (4)

Lt Gen Hickey, USAF deputy chief of staff faor personnel,
amplifies the prablem: "It is hard to make people understand
that I don’t have trouble getting new pilots--I can get as many
as 1 can afford to train--my prablem is that I cannot retain
them." (5) The real problem is to retain pilots through the mid-
career range, until the draw of a pension holds the ones who
would likely be inclined to seek ather employment.

The USAF CCR for pilots in the examined zone (currently
that tenuous zone of & to 11 years of commissioned service)
dropped below this "acceptable" 407 CCR rate in 1985 and has
been sliding further ever since. (6) It was the sustained
decline of this level to well below 60 percent which eventually
motivated concerned members of Congress to initiate an update to
the 1974 Aviation Career Incentive Act. This updaEe
substantially boosted financial incentives for many of the
pilots in these critical mid-career zones.

Several recent USAF personnel studies have micro-analyzed
pilot attrition and tend to agree that there are three very
distinct populations of pilots. (7) Thirty percent of the USAF

pilot population will stay in uniform through good and bad

10




times because they are committed to an air force career.
Likewise, thirty percent will leave as soon as they possibly can
because of personal reasons. The other forty percent may drift
to either camp. "That’s where the battieground is, and that’s
who we’re competing for," said Lt Gen Hickey in a 1989
interview. (8) This forty percent constitute the group being
catered to with incentives and bonuses. Lt Gen Hickey admits
that the USAF would much prefer not having to rely on bonuses
and financial incentives to encourage retention; however,
without these bonuses, the financial draw to the airlines would
probably become irresistable.

It does not take a large draw off of this fluid forty
percent of the flexible USAF pilet population to drop the target
CCR below 62%. Herein lies one of the most basic issues facing
the USAF hierarchy and AFMPC staffs. They must create specific
personnel policies which cater to a mobile, highly-skilled
population which may only have lukewarm motivation. Money and
conditions of service will always speak volumes, when no strong
patriotic issues exist, to motivate this group. It remains an
important challenge to get the balance of benefits versus
service just right, and keep it properly tuned to changing

conditions and changing times.
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CHARTER IV

THE LINK BETWEEN THE USAF_AND AIRLINE SYSTEMS

It may not be well understood that the USAF has served as -
the main training base for the US commercial airlines system
ever since commercial freight and passenger movement became big
business in the US. As one indicator of this trend, for the
past five vears the USAF has produced at least half, and in most
cases 70 to 8¢ percent, of the pilots hired by the major US
commercial carriers. In 1988, 95 percent of all pilots hired by
Delta Air Lines and 91 percent of the pilots hired by American
Air Lines were ex-military. (9)

As the number of airline pilots reaching mandatory
retirement age grows much larger in the next few years (it is
now 3% years from the end of the Korean conflict), the
commercial demand for pilots with extensive flying exper.ence is
bound to intensify even further., S8enior USAF officials now
accept that there is no way that the USAF can match salaries
with the commercial airlines. "If we can compete, we will
compete only temporarily. 1 am convinced the airlines can
outbid us and will... We won’t win a bidding war," stated former

Personnel Secretary Green in an interview just before his recent

retirement. {10)
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For many vears. one of the wain praoblems retarding the
arowth ot the civilian pilot trainina system on this continent
bas been the continued availability of military-trained pilots.
In this regard the= USAF has alwavs been its own worsi ensmv. As
lang as the mil:itary community has continued to produce zdequate
numbers of pilote willina to transition into 21rline careers
atter their compulsory service, the civilian aviation community
has had 1ittle i1ncentive to generate a separate training proagram.

The Federal Aviation Administration (FAA) now 1ssues over
12,000 commercial licences per vear to pilots with a kbasic 250
how background. {1l) However, until rz2cent surges in demand
ioosened hiring reguirements, the major US comma cial carriers
were able to maintain "hard”" 40u) hour tilight time demands as
well as the oricr completion of airline transport piiot licence
requirements from all perspective pilot candidates. These
demands aiso wincluded considerable instrument tiight time and
plenty of pilot-in-command time. Thus, for a voung
newlv-licensed pi!os wishing to pursue a comaercial airline
carzer., the only way to accumu!z%ts this high nueber of howrz was
to zeel emplovment with a2 local feeder or  rearonal fimiine. at

an extremeiv low starting salary.

toncern with the ragidiv-espand:ina nead for pilots. counlea
vitthh the prospect of a reduced intake of ex~-military pirliats.

recentlv led senior membere of the avistion commurity to




encourage formation of a saﬂarate; form?} track into commercial
flying. At a 3 Aug 89 Senate aviaEioﬁ subcommittee hearing,
several of these members encourass: the 400 North American
colleges and universities alreauy < ., .lved in "junior" aviation

training to expand their proy

ar
A
ut

Tue o institutions were -
encouraged to continue to set up : sre advanced research and
develiaopnient with advanced comput:- » .chnolegy, and explare new
methods and procedures to help br oae the gap between the basic
commercial pilot level and the basic large-carrier pileot entry
level. (12) However, the bearing of significant fruit from any
such program will not occur for several years. In the meantime,
the rising demands of the North American airline industry fuel
estimates that 40 to 60 thousand new commercial pilots will be
required in the next decade in oruzr to meet the future needs of
both ‘2 expanding regional markets and the larger commercial

airlines. (13}




CHAPTER V

"PULLS" ON THE USAF FIL0T SYSTEM

THE"FULL" CF THE NORTH AMERICAN AIRLINES FOR "PRIMARY" PI ..iTS

In a 1987 comparison of amilitary and civilian aviatig:
careers in the US, two USAF military economists noted that the
expected demand for pilots for the major US commercial carriers
alone (disregarding regional and smaller carriers) already
exceeded the expeited total Undergraduate Filot Training (UFT)
population for all ten years from 1987 to 1997. (14) Recalling
the earlier statement that th~ USAF is “the major training
system" far all of the large .ommercial carriers, this estimate
indicated that demand created by the "cream of the crop"
airtines continues to grow much faster than supply can produce
priohs. Rbth and Nielson also noted that this expected demand
15 censiderably greater than the total number of USAF pilots who
finished thei~ commited service 1in this same time frame.

Hence it is quite conceivable thet the major commercial carriers
couid hire every single USAF pilot who completed his or her ADSC

in this time frame, and the growing demand for commercial pilots

would still not be satisfied. (13}




At the 3 Aug 89 Senate hearing called to examine North
America’s growing pilat shortage, Henry Duffy, President of the
Air Line Filots Association, estimated that "more that 32,000
new airline turbojet pilots will . e needed over the next decade -
to fly the growing U.S. airline fleet. An extra 20,00¢ to 30,000
pilots will also be hired by smaller regional airlines not
flying jet aircraft. These projections add even more weight to
the prediction that there will be a sevixre pilot shortage in the
early 1990s", (16)

The magnitude of need de.icted by several of these current
projections is rather startling. It would appear that the
recent surge in demand for commercial pilots for the US aviation
industry is anly a warning wave which precedes an aven bigger
draw. Several professional groups are interested in the
calculation and the tracking of this particular equation. FAPA
is the Future Aviation Professionals of America Corporation, an
Atlanta organization which tracks the future prospects for
aviation enthusiasts. The FAA is the Federal Aviation
Administration, the federal body which regulates the industry.
And last, but not least, is ALFA, the Air Line Filots of
America, the union which represents pilots in America.

While each of the above organizations heeps 1ts own tally
on the airline pilot populations, there is a general concensus
that the demand for the next decade is awesame. Table 1 15 one

such prediction of the needs for commercial pilots for the mayor
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commercial airlines for the 1990s.

TABLE 1

MAJOR AIR CARRIERS (1)

COMMERCIAL PILOT DEMAND IN THE UNITED STATES IN THE 1990s

YEAR GROWTH RETIREMENT TOTALS
1989 2007 0853 2860
1990 1249 1107 2336
1991 1772 1186 2958
1992 1663 1525 3188
1993 1566 1700 3266
1994 1323 1983 3306
1995 1992 2017 4009
1936 1932 - 2289 4141
1997 2234 2351 4605
1998 1488 2635 4143
1999 2126 2904 5030
2000 1562 2904 4546
Net totals 20934 23845 44799

Source: Draft Pilot Retention Study sponsored by the National
Defense Transportation Association.

Notes: (1) This estimate encompasses the estimated demand for
all "large” commercial carriers in the USA. These airlines
include the Major Carriers, the National Carriers, the Large
Regional Carriers, the Medium Regional Carriers, as well the
"top 453" Regional/Commuter Airlines and five additional airlines
which were considered big enough to be considered as large
demanders of new commercial pilots in the 1990s.

{(2) FAPA Growth estimates are based on FAAR data, and the
correction for crew down-sizing from 3 to 2 seat aircraft has
already been included in this data.

(3) ALFA Retirement rates are based on newly hired
pilots not retiring before the year 2000 (i.e., a maximum hiring
age of 48) and the estimation that the future piiot population
will continue to maintain the same age profile as this study’s
base year (1986). This assumption probably skews the estimate
slightly due to the young age of most of the pilots currently
flying for the regional carriers involved in the study.

17




The commercial airline business is still expanding’rapidly,
with a concurrent demand for extra pilots. All of the major
commercial carriers are planning for incfeased business and

expanded- airplane fleets in the next decade.

"The FAA predicts that US air travel will increase 757 by
the end of the century. Flight operations are expected to rise
31% by the year 2000....Looking out to the year 2000, Northwest
Airlines foresees its pilot needs rising 157 annually. The
carrier is now hiring &40 pilots a month, adding to its current
staff of 3600... the carrier has placed orders and options for
230 aircraft to add to its current fleet of 318... Eastern
Airlines Inc. is getting back on track, and its proposed
strategy includes continued growth throughout the next decade...
not currently hiring pilots, but intend to when our expansion
plans are in place... American Airlines is also growing rapidly.
From its current fleet of 483, it expects to have 575 aircraft
by 1995... America West Airlines plans to hire 15% more pilots
per year into the 2ist century... United has close to S00
aircraft on options and order.... (17)

Detta Airlines currently operates a fleet of 407 large
turbojets, and has more than 3500 aircraft on options and order.
Senior Delta executives predict the operation of a 600 plane
fleet by the end of the 1990s. (18}

And these are only the major airline demands for the
"primary" fully-qualified pilots during the next decade. There
will be further significant demands from all of the small
Regional and Commuter aircraft which tie into this larger

network. And this "pull" extends further than gust to the

"primary" piiots.

18




THE "FULL" FOR “MARGINAL ZONE" PILOTS

In their intensifying search for future pilots, the major
U.S. commercial carriers have recently expanded their
eligibiltity zones for qualified pilots. In the not-too-recent
past, the major commercial carriers were only interested in
pitots who were totally fit and younger than 35 years of age, and
the younger the better; however, these same recruiters have now
expanded their eligibility zones in terms of both age and medical
requirements. Now the major U.S. airiines have begun to hire
pilots much older than 35, and the increased experience that a
very senior pilot is likely to have is rapidly becoming another
valuable commodity as the airlines receive a glut of "junior®
applications. The same relaxation of requirements for
uncorrected 20/20 vision has also expanded the second-career
prospects of many pilots who were formerly "pinned" to the
service by slight medical deterioration. These expanded “zones"
have reduced, if not eliminated, two of the major restrictions

which have probably helped to minimize attrition fluctuations in

past years. (19}

THE "PULL" OF THE FOREIGN AIRLINE MARKETS

Another commercial aviation boom is starting to sweep

the Pacific Rim arena. The Asia~Pacific region already accounts

—~

"%or some 40 percent of worldwide air traffic, and Japan Air

19




Lines has already started raiding the US pilot pool to satisfy
its own voracious pilot needs. (20) There are no indications
that the "pull" from these sources is 1ikely to abate in the
immediate future. In fact, most long range predictions appear to

emphasize the increasing importance of this sphere of influence.

THE "PULL" OF THE AIR NATIONAL GUARD (ANG;

This is another difficult "pull" to counter. The various
ANGs are all constitutionaily bounded, based on the militia
concept, organized by discrete units, and dispersed throughout
the various states. The lure of flying modern aircraft in
almost all of today’s roles and deployments without the many
drawbacks of full time service in the Reguiar Component has
major appeal for many of today’s aviators.

This is a long—term "pull" which the current Regular
Component should now acknowledge and attempt to turn to its own
advantage. Because airline deregulation has caused a massive
reorganization of the nation’s air networks, there are. now
several major airline "hubs" (Atlanta, Chicago, Denver, San
Francisco, etc.’ where the number of ex-military pilots queueing
for slots on the available USAF ANG and RES units remains well
in excess of current demand. Because the current annual
turnover in ANG un{ﬁs is only about 114, much of this untapped
potential is currently Qasted. Ferhaps future positioning of
State ANG units and USAF RES units should attempt to take

advantage of this obvious consequence of airline deregulation.
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Concentration of new or re-roled units in the same vicinity as
the "hubs" of the major airline carriers would allow the USAF to
l.eep many of these pilots in the national inventery, even if

only on ANG or USAF RES status.

AMELIORATING FACTORS ON_THE AVIATION YPULLS"

There are several external factors which may tend to
amel iorate the voraciaus demand of the airlines for trained
pilots over the next decade; however, as is the case with most
complicated and long-standing prablems, no one factor is big
enough or strong enough to solve the entire equation. Instead,
1t is the synergistic solution of many smaller factors which

must be combined to achieve the desired effect.

REDUCTIONS IN THE REGULAR USAF FORCE

When this DAS proposal was set up in September, the
proposal for the USAF’s structure in the mid-1990s presented
few problems., The USAF had a chronic pilot retention problem,
which was very unlikely to go away in the forseeable future.
Then, as the world continued to 9o around, the Soviet menace
appeared to evaporate (only historians reviewing our current
times long in the future will be able to call this a true or
false assessment), the Berlin wall came down, and Soviet hegemony
dissolved. The Armenians and the Azerbaijanis, until recently
subdued by the Soviet Red Star of peace and togetherness, are

now fueding with each other with vicious fury. Lithuania is
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demanding total independe .e from Mother Russia. East and West
Germany step ever closer .o re-unification. It is not really

a time when North American military forces can afford to relax
their vigilance. However, popular demand for military cuts
rises daily. Secretary Cheney has already announced
hard-decison cuts which will begin to dull the edge of the US’s
recently won military superiority, and this is only the starting
hump for an accelerating roller coaster.

The USAF had already begun to shrink in size before the
Berlin Wall came down and the cries of "more peace for less
money" began to get deafening. Several authoritative fiqures
have -noted that the USAF has lost nearly 30 squadrons between
198% and 1990. (21) In spite of this loss of some 30 squadrons
of 18 to 24 aircraft at manning ratios approximating 2 pirlots per
aircraft (30 x 24 x 2 = 1440), the USAF’'s recent loss of pilots
has continued to accelerate through this significant
organizational decline. Returning to Figure 1 on page 5, we note
that the CCR for 6 to 11 year p:lots dropped from 60 to 40
percent at the same time as this 1440 pilot reduction was
occurring., And there is presently no indication that future
cutbacks, predicted to be in the neighborhcod of 25 percent,
will give the USAF anything more than another temporary respite
it the ongoing hattle against pilot attrition. "Department of
Defense officials have indicated that the Air Force 1s
considering eliminating five tactical fighter wings and closing

15 bases, which could translate into personnel cuts of 25,000 or
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more." (2% The gaping hole is simply too huge, and the present
USAF leaders who feel that the current cutbacks have solved the
problem are lullting themselves into a false sense of security.
I+ any of the the USAF hierarchy thinks that the pilot attrition
problem has dissappeared, they are due for another rude shock a
few years hence.

Last, but not least, certain operational ruies are unlikely
to shift significantly whatever the final structure evelves to
be. Roles, response times and operational parameters must
continue to dictate which units are capable of being re-roled
from the active force to the reserves as the USAF structure
shrinks and/or remolds itself. The current USAF 2/3
"in-country" and 1/3 "out-country" active farce ratios will
probably remain somewhat the same over the next ten year period,
although the "out-country" totals are quite likely to shrink
appreciably, However, be the end structure 3/4 aor 1/2 of the
USAF’s current posture, the "pulls" and "pushes" of the current
attrition system will continue to operate, and in several cases

these effects are likely to be far stronger than they are at the

present time.

IMPROVING THE CIVILIAN TRAINING SYSTEM

Almost all senior aviation executives agree that the major
gap in the U.S. "pilot system" is at the training/experience
level between the basic 250 hr commercial pilot and the 3000 hr

day/night, 100 hr IFR pilot. One of the most significant
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hindrances in the current civilian production stream is that the
Junior commercial pilot must immediately invest another $5,000
to #13,500 in the program to gain further experience; this after
having subsidized his or her own basic training to the tune of
several thousands of dollars. (23) No doubt future vclumz may
reduce this cost somewhat, but it still remains a substantial
barrier for many of the "junior" pilots who wish to progress to
the senior commercial carriers,

Sevaral long term solutions to filling this gap were
advocated gt the previously menticned 3 Aug 89 Senate hearing
which focused on U.S. pilot shortages in the next decade.
Kenneth Taldman (LtBen, USAF~Retd) advocated the advancement of
the FAA’s Advanced Qualification Frogram, which employs
up—to-date technology and computer simulation to make up for
many hundreds of hours in the cockpit. (24) Several other
industry experts called on education institutions to investigate
other new technologies and processes to reduce the "flying time"
gulf. However, these proposed solutions are many years from

fruitful production and will have little effect in the immediate

future.

AGE WAIVER FOR HEALTHY "OVER AGE" FILOTS

U.S. Bovernment regulations currently enforce an arbitrary
retirement age of 60 on the U.5. commercial pilot population.
Many of the pilots trained and blooded during the FKorean War

are now tripping over this age limit, through no fault of their
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own other than their date of birth. Many pilots encounter
considerable difficulty in rationalizing the theory behind this
arbitrary age limit. It remains within the Taw for a fully-fit
pilot to fly the skies at S9 years plus 364 days of age. '
However, on the following day, it suddeniy becomes illegal for
the same man to do the same job that he has accomplished
successfully for the last thirty years. And yet the piloet
-population is one of the most intensely médicaliy—monitored
professions in our society. All current pilots face exhaustive
medicals at least once per year to prove their fitness.

It is prabably only a matter of time.until the voracious
demand +orgéxperienced pilots overwhelms this artificial
barrier. However, since it has already been proven that the
incidence of significant medical problems does increase with
age, probably a gilot over 40 years of age shauld face the same
rigorous physical exam process every three or six months;
however, an arbitrary limit of 60 years of age gets more
difficult to defend every year as our middle-aged population
continues to get wiser, healthier, and represents a bigger

proportion of our total viable work population.

THE "FICKLE" NATURE OF THE AVIATION COMMUNITY

Interested members of the military community have long
observed the cyclical "boom or bust" nature of opportunities
to enter the civilian aviation community. The aviation business

rises and falls in predictable cycles, and the intelligent
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student of this peculiar profession notices several factors
which affect his or her acceptability in the market i1n any given
time frame. The major player in this cyclical market would
appear to be the state of the national economy. As the economy
flys, so does the aviation business. Hence, in the event of an
economic downturn, the expansion plans of many of the magor
airlines will be curtailed and the parallel pressure on the USAF
pilot population will lessen accordingly. However, to hope for
a strong recession as a cure to the USAF’s pilot woes would
prabably be viewed as twisted rationale from nearly all quarters.
l; appéars that the USAF will have to learn to live with higher
rates of pilot attrition as the economy expands.

Now, aside from the several external factors over which the
USAF can exercise little control, there are also several factors
created or controlled by the military force itself which may
contribute to the pilot attrition problem. In this paper these

factors have been labelled as "pushes”.
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CHAFTER \1

"FUSHY FACTORS IM THE USAF

In contrast to "puli" factors, the USAF has partial or
near-total control over some or all of the aspects ot “"push"
tactors 1n the attrition equation. Any one of these factors or
s1tuations mav suificiently demotivate USAF members to make them
seek alternate emnloyment. or 1t may become the cumulative
eftect of dearees of several of them which Fimally cause a pilot
to decide to leave the force.

In the iate 1970s. it was perceived that piltot attrition
strged because of a crisis in spirit which was caused primaraly
bv the Vietnam taxlure. The retention of outdated eauipment znd
zevere cutbacks 1n flying hours led to situations where bas:c
nroticiency drooped te hazardous levels. The pilot ferce
reacted vigorously to tnis situation by voting with their feec.
(2% This woefu! situation wac salvaged bv a new Fresident with
the oolitical incentives to rejuvenate the military forces of
the US: however. tne boom davs of big budgets and limitless
resgurces have now 2lapced.

The recent rise in attrition has been traced to several
sources, and 1t 1s felt that the majoritvy of these tactors ars
not similar te those which caused the attrition in the }ate

==
s




1970=. Seme c+ these “new" reasons remain svstamic Lo anv sir
force in a democratic society, and will have to be faced as such
by future militarv planners: however. other factorz mav be
correctable by such things as a change in personnel policies,
changes in besic working conditiong. or even such simeie things

as petter or more efficient public reiations campaiqgns.

THE ?PUSH" T0 _THE USAF RCSERVE COMPONENT

faporodimateiv 80% of the current USAF Reserve Component 1c
drawn from the Regular Component of the USAF 72/ of normal
oopulation clus over 904 ot rated speciaities:. 12z Thue the
Requltar Comnonent frains and sustains the vast majority of the
members of the Reserve Component. Hence. thie transter betwsen
components 1 not really a "push” in the true sense., but 1s
rather an unwritten role {for the Reaular Component. One can
consiger this "push" as a simple transfer between components,
with no net less to “the total svstem". However. terms of
commitment and employment will centinue to differ petween the
saparate components, and a current USHF pianner must remaln
cognizant of the turbulence caused bv these differing terms ot
servicg. However. the USAF Total Force Concept heg already
ensured that the future reliance on the USAF Rezerve Component
must be taren as a "fait accompii” 1n alil future planning
SCEnarios.

Tne acti/ation of Reserve units near airline hub cities haz

aireacy besr rentioned. Future reetructurinag of the USAF
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Reserve torces to cater to this recent airline phenomenon may
well help to amel:iorate some of the upcoming pilot shortages in

the next decade.

THE"FUSH" OF MORALE

"The formula for pilot retention is 2 curious melange of
pay and quality of life weighed against public perception and
status in the community. In short, it boils down to that great
intangible - morale. When the quality of life 1s high and the
sence @f vocation is high, the financial part of the question
assumes a lesser importance. When frustration is high, pay and
conditions come to the forefront. No matter how many
permutations are attempted, if morale is high, retention rates
are good; when frustration creeps in, skiiled aircrew vote with
their teet.” (27}

This hypothesis may point succinctly at the heart of the
universal pilot problem. 1t was recently written by a British
author, describina Britain‘s evaluation of their ongoina problem
with the retention of their aircrew. Hence 1t would appear that
the struggle to keep a modern air force manned and motivated
with talented aircrews will remain a common problem 1in the
1990s.

The lure of leaving the military environment for better
pavy and lese work time remains pervasive and persistent
throughout many English-gpeaking countries in the western world.

0+ seven rountries contacted by the staff of Air Force Times 1n

late 1988 (Australia, Belgium, Canada, New Zealand, The
Netherlands, the United Kingdom and West Germany), only lest
Germany refused to admit that thev had a pilot attration
problem. This 15 probably due to the fact that Lufthansa
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Arriines hires only prlot candidates who are between 16 and Zu
years of age ana then traine them itself. 28

The cwres to moraie probiems are difficult to escertain.
more difficult to implement, and the resulting satisfaction 1g
often both temporary and/or 1llusionary. The racent USAF
"lTeather .jachet issue" 15 a typical example. The project was
soidg on the novel basis that 53.00v jackets couwld auament
aircrew marale af no net cost to the USAF 1f the end result was
the retention ot & few vsluable aviators. (29: The seiilnz
o future 1nitiatives will not likely be eirther so =asv or as
clear cut’ as mlitarv resources continue to shrink.

Here 1

m

a strong warning flag being raised for senior USAF
officers. Cutbacks and reductions 1n “operational” tours
out-of-country will tend to amplifv upcoming droops 10 morale.
Lol Foglesona noted in hps retention article that uwnits wi®t
"operaticnal roles” had heiter retention than other “peacetimz
units.” (30: Future cute 1n out-of-countrv bases ang an
eguivalent raduction ¢ 'front-iine roles" would appear probable
in Fhase One of the U.AF structure reduction. 14i thie scenario
continues to unfeld along the same lines as 15 presznt
Dredlcféé bv Conaressional observers. accompanving droops in
morale ang eguivaient rises in a:rcrew atkbrition are nearly

certain to ioilow.

THE “"FUSH" OF FPRIGRITY: THE FaMILY VERSUS THE JOK

Two aiametrically opposing principles offer the current
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military leader his or her areatest chalienge. Getting the job
done efficiently and effectively while still giving the workers
snough quality time away from the job to be with their families
wi1ll continue to be one of the USAF’s greatest leadership
challenges. Long deployments, lengthy trips, onerous alert
committments, and other job-related movements far from home will
always remain a fact of USAF 1ife; however, as resources tighten
and task demands continue at the same rate, leaders will probably
concentrate on getting the jJob done at the same old rates while
resource bases continue to dwindle. The longer-range cost comes
in 1gnoring the health and welfare of the workers and their
families.

And continuing to balance off career and family in our
society with the 1nsistent pressures of the 19%90s 15 np easy
tazk. "Sex, drugs, and rock and roll" are still the rebels’
calls ot the budding generation. Their ceoncerns over sexually
transmitted diseases, the hazards of new and more powerful
mind-altering drugs, and new waves of frenetic lyrics, totally
unintelligible to a more-senior generation, are updated every
ten years or so, Vast advances in technology are both a
blessing and a curse. Raising children in the madern
environment remains a full time occupation in itself. Balancing
an enormous home maintenance career against "bringing home the
bacon" has never been a simple task. But when the spouse casts
the ultimate vote with "my way, or the highway," military

leadership has failed i1n their ultimate challenge: getting the
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fiission done in the peacetime environment while keeping military
peopie interested, motivated, and engaged.

fs resources diminish and cutbacks mount, the military
community will be faced with two choices, neither of which is
easy. Military leaders need to take a +ar stronger, Jaundiced
"can‘t do" attitude toward many of thé miscel laneous tasks which
are not totally essential to the mission. Ferhaps even so-called
"essential" miscions will have to take a big cut. If roles and
missions must continue at former rates, reduced resources should
dictate that new leaders have to start demanding more personnel
to share the load. In this regard, as force structures are
scrutinized, it is probably timely for Wing Commanders and
Squadran Commanders to thoroughly review their aircrew to
aircraft ratios. Not just how-many—flying-hours-per-
month-per-pilot, but also how-many-weekends-of f-per-month-per-
pilot? Compensatory time off during the week jJust can not
suffice when the spouse works and the kids are in school.
Just how many of thase internal reports and returns bouncing
around the wing or the squadron are really essential? And how
about all of those insidigus secondary duties which have long
been used to fill the extra areas on annual assessments?

Leading and managing a military unit of any size remains a
grand challenge. It gets even more difficult as resources
dwindle and taskings don‘t. [t remains a simple principle
that many hands make light work, and also share the time—away

load. As Wings and-Squadrons de-activate, the opportunity




exists for the manning ratios of remaining units to be reviewed
very carefully, with strong emphasis towards increased
augmentation and reduced "secondary duties." The upcoming unit
cutbacks offer a unique opportunity to address some of the
structural weaknesses which have existed for many years. Several
of this year’s Air War College pilots feel that many of our
current Squadrons are undermanned and overtasked. And the
situation is bound to get warse as funding tightens, if the
military community fails to attack the problem fraom a more human-

oriented viewpoint.

THE "FUSH" OF THE DUAL CAREER FAMILY

The expanding expectations of modern North American women
present yet another significant challenge which the USAF will
have nc choice but to adapt to. No longer is the normal
familial profile one of the fiery young pilot with adoring new
spouse who will follow him or her anywhere. Now many squadran
line pilots are married to spouses who make just as much money
as they do, and the spousecs also expect to pursue a full career.
Modification of any system which demands considerable sacrifice
from tamily members must adapt to this new environment. No
longer can the service automatically assums that it gets
"two-for-the-price-of-one" when officers occupy new posts. If
a squadron commander’s wife holds a full-time job and further
career aspirations, the USAF can no longer demand the same

unofficial call to duty which was considered the usual way of
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l1ife until the last few years. In Tate 1987, DoD 1i1ssued a new
-detense policy which supposedly banned senior officers from
applying coercive pressures on Jjunior officers’ spauses. (31
The CSAF and SECAF backed this official policy with further
statements which supposedly eliminated this sort of demand as a
policy praoblem. (32) However, "unofficial" word continues to
filter down that the USAF hierarchy still containe some senior
ofticers who continue to “expect” this sort of service from
-military spouses.

The new "dual career couple" continues to force more
modifications into modern USAF policy. Fressure on non-service
spouses to meet "responsibilities" relating to their spouses-
military careers is slowly but surely abating. A program 15 now
being instituted to enhance spousal employment transfer and
offer counselling and encouragment during the FCS and
family-moving process. (33) Ferhaps a strong enough emphasis
on this type of networkinag, and a renewed emphasis on such
quality-of—-1i1fe 1ssues as the reduction of moving~for-the-
sake—-of~moving, can help to reduce attrition caused by this
particular social factor. Last, but pot least, a reduction 1in
the proportion of the USAF based out of country, 1f and when it
occurs, chould help to reduce the number of FCS moves required

to meet these onerous commitments.

THE_"PUSH" OF ERODING BENEFITS

it 15 another fact of l1fe that “"peace breaking out all
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over” will probably accelerate the gradual erosion or
elimination of more of the benefits and privileges which are
naw accorded to the American military community. The retirement
pension system is under constant pressure. Medical benefits for
members and their dependents seem less and less each year.
Medical facilities are undermanned and overcrowded. (34}
Recreational services get more costly each year, as less
subsidization by government agencies 1s permitted. Recent
reductions in financial support for both officer and enlisted
clubs typity thiz "death by a thousand cuts." (3%T) It remains
very difficult to quantify the costs of this subtle erosion, but

1t is no doubt taking a toll.

THE "PUSH" OF MOVING EXPENSES

Since 1986 the USAF has suffered from a severe shortage of
FCS tunds. The parsimonious management of these funds continues
to have many negative effects on the personnel who became the
victims of these recent restrictions. The Air Force expects all
personnel to move when PCS orders are cut; however, the USAF
apparently refuses to recognize many of the extra costs
associlated with moves as "costs of doing business" which should
properly be borne by the system. In recent years it has become
guite commonplace for Air Force personnel to spend a
considerable sum of money when moving to ensure that their
household goods and families are adequately cared for when they

move. (36) A 1987 Air Forece survey showed that about




two-thirds of the moving expenses incurred by USAF personnel

in the late 86 and early 87 time frame were not reimbursed.
(37) However. as is normal with the majority of dissatisfiers
which have been localized and identified, this particular
dissatisfier has recently been acknowledaed by the senior
members of the Air Force and 1s now being addressed as resource

restraints permit.

THE "FUSH" OF UNDESIRAELE ASSIGNMENTS

Everybady can’t always have the great assignments.
Somebody has to man those desolate locations. Someone else has
to perform the non-flying-but-rated staff jobs which require an
aviation backaround. Frobably the only way to cope with this
ugly fact of life is to ensure that all such assignments are
shared equally and equitably amongst all of the eligible
population. Here, too, the Air Force leadership has acknowledged
that the USAF does have a sianificant problem. The USAF 1s
actively involved in a forces-wide establishment review to
ensure that all such ground Jobs do indeed require pilot
expertise. The "operations management" career field will

henceforth help to 1imit the total number of non—flying rated

clots.

THE "PUSH" OF THE ASSIGNMENT SYSTEM AND UNREASONAELE EXPECTATIONS

There 1s another basic dilemma inherent 1n the operation of

any air force. Nearly all pilots plead that they joined the USAF
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to fly. Few are happy when they can‘t. It is also extremely
inefficient to spend several million dollars to train a pirlot on
a high-performance aircraft and then not employ him or her 1in
the field for which he or she was trained. However. somewhere
in the career path as one rises through the organization, one
must stop being a pure "technician" and start spending time and
effort to develop broader leadership skills. Even as an aircraft
crew commander or section lead, a jgunior pilot is exposed to the
unconscicus development of concern for other people and their
performance. This "weaning" from the pure techniques of being
"the best pilot one can be" continues as one’s career
progresses. Advancement to the 1llustrious status of flight
commander urovidés a junior leader with the pluses and minuses
of managing the concerns of several other folks, as well as
leading them and motivating their performance. And the process
continues, unabated, frcom the day one 1s handed a member or
members of a crew, section, fiight, squadron, wing, and ever
upwards until the day an Air Force Chief of Staff hands the
baton on to his succegsor. However, this process of the
“generalization” of a pilot during his career is not well
understood by many, if not most, of the warriors who join the
Air Force to fly, fly, fly. In this regard, it is probably time
to reconsider the implementation of a formal dual-stream system,
since nearly all other avenues of policy development appear to

be exhausted.

In early formative years, the process of advancement and
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"general ization" should be thoroughl§ explained to all of the
young and aspiring flying aces. Then, somewhere near a career
midstream point, B to 10 years into the career stream ipossibly
at the time when new USAF pilots will finish off thier ADSC),
members should be given an obvious choice. If they choose to
stay in the pure aircrew environment and wish to continue to fly
and fly with minimal chance for rapid advancement, so be 1it.
There is room in any pilot system for the 25 year Captain

with thousands of hours of flying time, who 15 still motivated
by the simple carrots of control sticks and throttles. However,
“everybody a General" is an extremely inefficient training
system which gets more and more difficult to gustity as
resources tighten and more people compete for the same courses.

In such a revised system, it must be made crystal ciear
that this mid-career choice is a definite bridge-burning choice.
In other words, one may choose to "fly ‘til you die," but one
must then expect to die as a Major, at best, and that will only
happen if you are one of the lucky few of the "full-time pilots"
who gets that last rare promotion into the true supervisory
ranks as a worker pilot,

For the ambitious individual who seeks far more than just
10,000 hours in a log book, career development would cantinue
along much the same lines as 1t does now. However, these
individuals would then be well aware that ground tours and other
career development slots out of the aircrew environment are a

necessity which will never again totally disappear.
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As one progresses up the chain of command, time i1n the cockpit
would become more of a privilege and less of a requirement. The
days of an "all-fly-no-staff" Beneral are rapidly coming to

an end.

Ferhaps it is now time to formalize this dual stream
process, explain it properly to the younger generation of
pilots, and then let them decide for themselves. The present
training system of "everyone for Chief of Staff" is inefficient,
wastes precious resources, and still engenders false

npectstions in many of our new pilots. Variations of this
proposal are already being researched in some quarters. In his
article on pilot attrition. Colonel Foglesong recommends this
facet as one of several long term strateyies being worked out to
reduce attrition. The USAF should "...institutionalize an
assignment process that i1s up front about what a pilot can
expect for assignments— within reason. Tell every new pilot to
expect to fly the first X years and will probably have to go
remote X times or will have to go to a staff X times." (38)

In an 1981 study which was obviously finished just asz the
USAF climbed out of the attrition pit of the 1970s, USAF Captains
Bendick and Jones proposed a dual track system for the USAF in
an obvious attempt to retain the magority of their “fly or die"
compatriots, (39) In this study they proposad an alternate
track for "pure' pilets, which would involve only pilot duties
and would have the following characteristics:

The option would be offered to approximately 3041 of the




pilot population;

No- further FME or advanced degrees would be required;

Limited flow would occur between weapons systems and
limited PCS moves would be an obvious side effect:

Fromotions would be based only on rated performance, and
there would be separate promotion boards for each track:

Fay would be eguivalent between tracks, commensurate with
promotion;

Tenure would be guaranteed for twenty years as long as
performance remained satisfactory. Maximum tenure could last to
age 353 and

Supervisory duties would be limited to those duties
associated with flying.

Two "phase points" were included in the proposal, at the 12
and 17 vear points. These phase polnts were included in the
proposal to cater to the "fly or die" pilot who tater 1n life
determined that there was more to the USAF than just a gjov stick
and a flight suit,

As part of their analysis on this proposal; these two
Captains drew up a comprehensive questionnaire on this
dual-stream proposal and passed it through two subsequent S0S
classes (242 pilots). They layed out an elabaorate mathematical
model to prove that a dua! track system would eventually produce
considerable savings for the USAF. towever, the surveyed pilots
uncovered one probable difficulty with any dual track system.

This was the possibility of "cockpit stagnation.," due to the
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possession of the majority of cockpit billets by "fulltime"
pirlots, which would hinder the prograssion of “streamer" pilots
moving into and out of cockpits as they progressed through their
career paths. This disadvantage to a dual-track system was
investigated in the Air Force report on the problems of aviator
retention which was forwarded to Congress on | Dec 88 as part of
the justification for ACIF/89. "The Air Force evaluation
assumed fly-only career tracks were reserved for 20 percent of
the inventory. This results in a reduction in the number of
flying years +ar “full-track pilots by as much as 1.8 years over
a 20-year career." (407

Similiar loaded arguments have been utilized for some time
now by USAF researchers who refusg to recognize that there are
no more "tweaks" available in the current system. The
comprehensive report on long term aviator retention problems
torwarded to Congress on 1| Dec 88 contained several negative
comments on the split-stream concent.

"Citing AF and Navy studies, the report says that such an
approach could (author’s emphasis) lead to poorer retention,
lowar quality pilots, and a smaller pool of leaders to choose
from...Als0, the fly-only career path is incompatible with the
current Air Force process for identifying and training 1ts
leadership...Finally, a survey of officers conducted far this
report indicated ‘that the only Air Force group with a majority
favoring fly-only were those who were definitely planning to
leave the Air Force." (41)

Yes, such a system could lead to poorer retention, and all
of the other negative attributes tied to it. But it could also
lead to better retention, less “"double duty" for the regular-

stream piiots, less pressure on the team, a clearer perspective
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ot what FME and l=adership development i1s all about. ang man. o,
the other benefits which *"old. not bold" cilots can bring into
the USAF.

There are two sides to every sword., and this 1ssue 15 no
cifterent. The followina author was discussina the benetfiis ot
a youthful air force during the stresses of combat. citing the
per{ormance oi nineteen niaht Wild Weasel missione 1n 2
twenty-dav period, and the need for pilots in their fittest
vears ftor heavv war—fiaghtina capsbility.

"At the same time. it zppeare that the goal of a youny
fi1ghting force has become an official excuse {for not providina
alternative pilot career paths. UWould a "limted-duty" fiving
corps reallv be an wmposcsible fit alonaside the aeneration of
sfficers raised in the (98057 Would the service as an
institution be irreversibly gamaged” 1 think that the fiir Force
will -eventually be forced to adopt some version of a limited

aviation-career path., Why not start now. before an uneven.
mizapplied bonus structure alienates other career groups? (42

THE “"FUSH" OF REDUCED FLYING HOURS AND YWSUFFICIENT TRAIMING

This was probabiv one of the major factors which boosted
attrition 1n the late seventies. However., a5 the resource
cutbacks multiply and tewer Reaular Component oraanizations
zxist to respond to the shori-notice, turbulent and
non-torecasteble scenarios which must necessarilv remain the
tforte of full time perszonnel, the rizd that this factor will
again crop up continues to mount.

Az the US D00 faces its first significant cutback scenario

1 a2 ascada, overiapping roles are alreagy escalating
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interservice rivalries. The Navy and the ‘Air Force appear ready
to square off aver the role of long range power projection. The
Army and the Air Force voice mutual concerns over deep battie
interdiction weapons. As tempers mount and resources dwindle,
the dictum to "train like we fight" gets more and more difficult
te maintain. Senior YSAF leaders must continue to fight for
realistic training and sortie scenarios which continue to push
the pitots to the appropriate limits. To do this costs money.
To maintain it in the era of "violent peace" takes will and
courage. Col Foglesong observed that, even today, units with
visible, realistic and credible roles have better
pilot-retention rates than those "caught up in the paper chase
of completing peace-time requirements.” (43) The bad news

here 1s that peace-time stances will continue to accumuiate, and
those units employed in "war-like" scenarios wiil shrink

appreciably.

THE "FUSH" OF THE FLOW

It 15 a disheartening abservation to note that we are
losing some pilots simply because they feel "everyone else
1s getting outy so ! guess that I should too". !dhen thie
phenomenon occurs it becomes very obvious that the USAF 1s
doing & poor Job of selling its careers and the benefits of its
protessions. Many of the current USAF personnel appear to feel
that moving i1nto new fields or roles every few years 1s

disorienting and de-motivating. Yet many vocationail enperts now
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ingsist that anyone just entering the workforce should be
prepared to retrain for several mini-careers during a 40 year
career—-span. S0 why 1s this same process within the Air Force
castigated and viewed with digpleasure? OCne of the major pluses
to this profession should be that very idea; it should be a
challenge to look forward to neﬁ Jobs and new adventures, not a
drawback. There are many advantages in an Air Force profession
which members seem to be quick to discount and loathe to defend.
Seeing the world, as well as all of the widest dimensions of
this grand country, should be sold as a bonus to military
service, not a drag. One man’s junk 1s another man‘s treasure,
but it would appear that the USAF leaders are not doing a very
good job selling the pluses and bonuses of an aviation career
to the younger American generation.

And this, too, should be raising another big warning flag
for current USAF leaders. YOne reason the Air Force has so few
\b]ack pilots 1s that flying no longer iz portrayed as a
glamorous adventure." (44) The target population is getting
smaller, the “operational" feeling is fading, the "glamor" is
dimming, and the competition is offering far more money. [o
senior USAF leaders see the situation as being serious enough to
need more action?

From the majority of "pulls" and "pushes" summarized above,
it would appear that the USAF has recentlvy come through a very
cimil1ar stance to that which occurred 1n the early 1980s. The

increasing rates of attrition have recently been staved off by
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the sudden promise of a massive drawdown in the USAF structure;
hawever, the relief from this drawdown may only be temporary.
and when the attrition problem returns next time, it will come
back with a vengence. This time the strength of the major
"puli” factor, the majgor airlines’ insatiable appetite for
well-trained pilots, 1s far stronger than the major "push" of
the late 1970s, the rejection of the Vietnam failure. This time
z probable drop 1n motivation will be coupled with the strong
draw of long term economic benefits. And a generation now 1n
their late twenties and early thirties, who have recently
displayed a strong longing for security in an increasingly
unstable world, will find a strong draw to this new magnet. The
USAF of the 1990s will find itself extremely hard pressed to
compete with these powerful draws in the upcoming decade.

So the USAF must take full advantaae of this current
respite from heavy attrition and must quickly bear down on
implementing an i1mproved personnel management system. This
revised system must strive to generate as few false eupectations
as possible. The recent attrition has been serious enoush to
create unpredictable stresses which have de-stabilized current
strategies appreciably. However, the plans of the next few
years and the ensuing shrinkage in demand should allow the
pilot career folks to get things back into proper perspective.
However, if the current staffe fail to use this upceoming
breather properiy, there 1s far deeper trouble ahead.

To give some 1dea of the effects which high attr:ition can




cause 1n the longer term, we next examine the current situat:ion

facing another NATO country which shares many of the same

pulls" and "pushes” on its pilot population.




CHAFTER VII

THE CANADIAN EXPERIENCE

CANADIAN FORCES ORGANIZATION AND MILITARY OCCUPATION STRUCTURE

The Regular Force Component of the Canadian Armed Forces
iarmy, navy and air force) currently consists of about 85,000
positions. Roughiv 75,000 of these siots could be called
“operational” positions, and the other lé,ODO form a fluid
training list which 1s used to keep the 73,000 "operational”
positions properly manned. The Officer/Non-Commizsioned Officer
spiit 1s roughly 17,000/68,000. There are approaximateiv 40
separate Officer Military Occupations (MOCs) and about 190 NCO
li111tarv Occupations (MOCs) 1n the Canadian Forces Organization
Structure,

Each "operational" position 1s classified by one of three
designations. each of which very generallv describes the nature
of the work performed by the occupant of that particular
position. These designations are HARD, GENERIC. and ANi. A
HARD position 15 one 1in which the job 1s considered totally

unigque to one particular occupation or trade or MOC. A good

example of a FILOT HARD position would be a single-seat-aircrart
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cockpit position. The second ciase of position 15 oesiansted
SENERIC. This pos:tion could be manned by 2 member of any (lOC
which belongs to the identifiep beneric Grouo (or asneral aroup
of MOCs maseed together by some common bond, which was assigned
the mannina of that particular position -.2.a.. the various
eng:ineering MOCs all belong fo a Generic Sroup called
Engineer:ing General >}. A good example of an AIR GENERAL
gosition which might be manned by any member of that particular
Beneric Groupina {1.e.. a Filot, a Wavigator. an Air Traiiac
Contral Officer, or an Air Weaoons Control (fficer' would ve a
Watch Gfficer on an Rir Base Operations ztaff. The last ciass
of DDgltlﬂﬁ 1€ decignated as an ANMY positien. This tvpe ot
pocition couisg be manned by anv generaiizt officer MOC. & apos
exampie af zan ANY cosition which might be manned by 2 prlot
would be a recruiting officer position i1n one of our recruitina
centers.

There are several other aquotas which ado some more numbers
te each Militarv Oocupation s list of gositione~to-be-tilies.
Each yvear every WOC is assigned cseveral vyear-long language
training slotz teither French or English: which muszt be +111ea

in accordance with governmental directian. There are ai

()

in

Q

positions 1n the varisus Frolect Manaaement areas which

v

are
considered to be temporary out must be manned during the
duration of the acaquisition of a new piece of eguioment. mne
ast. but net least, cther dapartments of the Government orften

"porrew® a mesber of a soecitic MO to do & spraitic aab ooy




rhem where military evpertize 15 needed but there 12 pot
reauirement for a permanent position (these pesitiong e called
"zocondments” 1n Canadian terminology) . For example, Col (CAF)
Marc Garneau was zeconded to the Dept. of Externszl Afta.

during his stint as an astronaut i1n the NASA proaram.

Sop each MDC‘s manming bill consiste of the total summation
of the auotas of several different tvpes of positions currently
listed formally 1in the Canadian Force’s Organization Structurs,
as well as some other miscellapsous positions which must also be
manned. The total marning bBill will consist of all of the HARD
pezi1tions therein, a portion ot the GENERIC posiftions for each
generic arouning to which the MOC belonas. a portion of the ANY
positions designated by manning formu'as devised by the
irectorate in charae of Production Control and Reguirements
DPRC) . several Language Training slots, several fFraject
Management Slots. and any Secondeo positions. The sum total of
all of these numbers 1s called the TARGET STRENGTH for each MOC,
ang 1t 1z this particular number in eaczh rank which the varigus
Career Managers manadge. (43) This number also controis
proouction and promotion quotas. 1t 1s the "sine cus non' +or
the Career IManagers. Their management scheme 15 driven 2+ the
mismatch between Tarast Strenath and Trained Effective Strenath
tthe total number of trained and ready oilots at their disposal:,

Over tne last sevaral vears this Taraet Strenath nas arown
slightly for the pilot MOC. and the preseni CAF occupztional

scructure demands a manning totsl ot aporoximately 229

Py
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structure demands a mannina total of approximateiv 2250

oL

operational trained and ready pilots. (4%5)

FILOT STRUCTURE AND CAREER MANAGEMENT

The Canadian nilot structure differs zianificantiv from that
of the USAF 1n one respect. Canadian Air Command ithe Canadian
equivalent of the USAF: piriote flv all of the aircratt in als
thrze compenents of the CAF wui.e., kiowas, Husvs and Chinooksz to
support the Armv operationz: Sea kinas and Auroras -CAF verzion
of the F3. to support Navy operationz: and the other pilots fly
to support "pure" Air Force operations). Thig pilot structure
breaks i1nto a rank hierarchy of about v Colonel positione, led
tieutenant Colonel positions. 900 Major positionzs, and some 150w
Captain/Lieutenant positions. The Colonels (\Cole)l and
Lisutenant Colonels (Lt Colst are considereg “controiled rani s,
which approximates to "one man. one job" management and control.
This means that the next Hogor due to aet promoted to Lt Lol 1n
the Filot MDOC cannot be promoted until a vacancy for a Lt (ol
demanding the Filot MOC appears somewher2 in the formal Canacian
Forces Estanlishment., The Fi1lot Cols and Lt <ols are career
managed bv one separate Mirectorate in MOHE, This same
Oirectorate (Directorate Fersonnel Careers =Colonelsk) also
caresr manades all of the other Cols and Lt Cois in the Reaqular
Component of the Canadian aArmed Forces, be thev army. navy, or

air torce,
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The two-thousand-plus line pilots (ranks of Ma) and below)
are managed by a verv busy cell of one Lt Col, one May. three
Captaing, and a small clerical staff in NOHD. These five key
plavers manaae a shortaae of operational pilots which has
fluctuated from O to 230 over the past 10 years, but nas
historically ranged in the neighbourhood of 190 vacancies.
However, last year's plunge beyond 180 short, plus the dire
predictions of much worse to come, finally convinced thas
nanagement group to formzlly call for a "Bet Well"” program to be
initiated tor the FPi1lot MOC. Such a proaram is a formalized
sten 1n the CAF personnel system and aims to focus extra
attention, resources, and whatever else may be reguired on this
specific MOC’s problems. The ultimate goal is to reduce the
cratical mismatch of strength versus requirement to more

managable praoportions.

THE CANADIAN FORCES FORMAL "GET WELL" FROCEDURES

Over the last 75 years the various components of the
Lanadian Forces have often faced shortages in various military
trades or classifications or accupations (MOCs). One of the
pecults of the three services being integrated into one
structure in the late 1960s was the creation of a centralized
personnel management svstem. Since all of the former manasement
systems had often faced the problems of critical shortaages in
specific tradessclassifications/occupations/MOCs, the various

orocedures which had been devised to cope with this aggravating




and frustrating oroblem were amalgamated and +ormalized into 2
single standard operatina procedure (S50F). A copv ot the
averall process 1s enclosed as Figure = and 1s more tharoughly
explainad in Annex A to this DAS (A Tist of the Canadian
acronyms and department titles 1s 1ncluded 1n the Giossarv to
this DAS. which starts on page Bo:.

[t was neot difficult to convince senior management that
this particuiar problem was s serious one. ang authority was
guickly granted to set up a Filots' bet Well Working Sroup. The
aroup assambled i1n NDHGE in mid-Julv 86 ano quicklv reviewea ths
pbasic problem. Imitial direction i1ncluded the caveat that no
new pesources could be allocated in the worling aroup‘s scliution
{1.2., nO incregases in tra.ning or management structures and no
pay bonuses!) The chairman anc a!l members guicklv brainstormed
the varioug 1ssues. Then. 1n accordance with the normal
auidance contained 1n the {ormal "Get Wetl" proceduwr-e. the group
was divided into two sub-groups. These sub-groups were directed
to examine the more specific aspects of the problem +rom the
viewpoints of both production and attrition,

The rasults of these init:al studies were not encowrasing.
Neither the training sub-group nor the attrition sub-group were
able te aevise anv earth-shal.ing resuits which woulo make the
problem gissolve. Only a minor number of short-term solutions
became evident, and most of these had sianif:icant drawbacks, or

brezached the “ne new resource" mandate or the 1niti1al worl ing

qroups.,
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One controversial solution i1nvestigated by the attrition
sub~group 1ncluded revising the terms of service tor all pilots
to reguire a one-vear notice-of-withdrawal prior to reiease.
iIn the Canadian Forces. once a member 1s entitled to an
immediate annuity on retirement, this member can request release
at any time by giving 30 days “"notice", and expect teo receive
release within this time frame: uniess. of course, the countrv
is nlaced into a state of national emergency during the 30-day
"notice" period. <These terms usuaily apply to anyone with 20
or mare years of service.:) (This privilege often leads to
"surprise guits" and much reactive management, which is often
extremely disruptive to other pilots in the system.) The
ohvious drawback with this proposal was possible short-term azin
for probably long-term pain. The attrition sub-group’s apinion
was that longer-term pilots who had remained faithful to the
ori19inal system would now feel betrayed by this arbitrary switch
of their terms of service to counter the actions of their
impolite or short-sighted brethren. This action might solve a
few problems 1n the chort term, but would probably gust push the
problem further down the line, with the added drawback of
alienating faithful pilots.

Longer-term solutions debated by this group included
iengthening the pilot service commitment after winge araduation
(currently five years), and reviewing the entire list of Pilot
positions 1n the Canadian Forces Establishment to re-ascsign

non-essential, non-flying jobs (1.2., the least essential of the
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Generic and Any positions currently assigned te Filot) to other
MOCs. One of the major handicaps with this proposea solution
was that most other otficer MGCs were alsc under their Target
Strengths. so assianing them new Jjobs would simply pass the
manning problem from one Career Manager to another,

accompl ishing 1;ttle in the short run and seriously imbaiancing
the Canadian Forces Establ ishment over the long term.

The training sub-group could not provide much encouragement
either. The Canadian Forcgs pifot training system 1s resource
constrained to the production of roughly 150 pi1lots per vear.
Increasing this output for short-term benefit would lead to
another lona-term cost, since the required extra fiying by
training aircraft would eat up the remainder of their useful
lives earlier than replacement aircraft were proarammed to be
acquired. However, the trainers were at least able to ooint out
that resolution of some instructor manning ditficulties in the
various fiving training schools would help to peak the svstem
and ensure fuli ocutput of studgent piiots in future years. The
trainers also noted that Canadian personnel research staffs were
actively engaged 1n several intensive studies of piiot selection
procedures to ensure that everything possible was being done to
maximize oroduction without compromising training standards.

Feports to senior management hernice indicated that the major
problem couid not be resolved within exist:ny resource
parameters. Thiz resulted in the creation o+ & separate high

level Steering Broup (at the Magor General ranb: to review the
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problem and recommend long-term solutions. Their repori was
consequently summarized in a briefing which was presented to the
Chief of the Defence Staf+ (our highest mil:itary member! bv the
Commander of Air Command {(in effect, the head of our Air Force)
on 16 Feb 8%. (44}

This briefing noted that the high level Steering Group
cofcurred with the majority of the views of the lower level
groups, and proposed a Formal Pilot Get Well Frogram. to be
;reatedAwith extra resources and a new\mandate. This proposal
was subsequently approved by the CDS, and a new, full-time Filot
G;t Well Frogriam office of two Colonels (one Reg Force and one

Fes Forcer commenced work early in 1989.

THE CANADIAN PILOT FORMAL "GET_WELL" FROGRAM

The order creating tnis new high-power team included

i1l

demand for the immediate production of an extensive public
relations birrefing. This brief was to cover all pertinent
aspects pof the current Canadian Armed Forced pilot manpower
grtuation, as well as a fresh action plan and a comprenhensive
proposal for future action. This public realtions briefing was
then to be prezented at zaii major fiying units during the summer
and fall of 198%. UOne of 1ts primary objectives was to relay
the message to ail "line pilots” that all supervisory levels
with the CAF hierarchy were well aware of the significance of
the present pitot attrition problem. A second part to the

message was that concrete action was being 1nmitiated at the




highest possible levels to attempt to mitigate the worst etfects
of the present shortages.

Thig briefing was produced in the spring of 1989, and
several of its major recommendations were quuckly staftfed
through normal channels to be congsidered bv senior resource
boards shortly thereafter. HMagor recommended ang accepted
changes s pilot management routines inciuded substantaal
increases in the amounts of fivying ailowances. as well as the
authorization of continued flving pay to some 90 percent of
piiots whenever they were posted i1nto around positions. This
was an obvigus attempt to counter the major dissatisfier that
previausly occurred whenever a pilot was sent to ground. Mot
oniy did a staff pilot lose the Jjoys of the cockpit, her or she
algso lost fiight pay. too. This doubie-whammy was the source o1
mxny bitter complaints in the last few years.

This tormal "Get Well"” aroup also recommenaed that FPrimarv
F1/ing Training screening (the 1nitial 35-hour screening
process) shouid be passed lock, stock and barrel to civilian
industry. This transfer would substantially reduce the required
CAF p1iot 1nventory by some %0 pilots who currently perform this
Yab initio" screesning and training.

Minor recommended changes included nearly all of the ideas
generated from the eariier sub-groups. @& substantial increase
1in ths annual Lieutenant-to-Captain promotion quota was
recommended. along with a suggestion that the post-wings duiy

reauirement (same as AD05C 1n the USAF) be raised to two fiying
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tours weffectively 2 vears) after araduation. This commitiee
also recommended initiation of further study on a proposed
dual-stream training system (pure helicopter and pure jet:s. and
the creation of a new multi~engined school to train those piiots
destined for the muiti-engined community. The team also
recommended a further review of the CAF establishment to ensure
that piiots were onlv sent into ground staff posit:ons when it
was cansidered absolutely essential. 3Several quality-cf-life
enhancements were also proposed: more use of over-ranking would
pe permitted to reduce posting turmoil, tour lengths would be
pntendad whenever paossibie, and voluntary unaccompanied peostings
would henceforth be encouraged when this procedure was
convenient for both member and spouse.

The briefing was first presented to the NDHO piiot
population on 19 Jun 1989. Briefings at all of the major Air
Command units were completed last fall. The aircrew allowance
tor grounded pilots commenced 1| Oct 8%. Froposals for switching
the oraimary flying training program to civilian industryv are
currently beinag aeveloped by a special prajects team., as is the
prooosal for a new multi-engined f1ying school.

Only time wili tell whether these actions will suffice to
stem the Canadian attrition tide:; however, 1nitial indications
are not promising. According to both DMMD and the appropriate
Career Manager estimates, the current CAF pilot population is
approsimately 75 piriots further below 1ts preferrea manning

fevel or taryget strength this year than 1t was at the same time




point last year. Current estimates call {for a shortage of
approximately 300 pilots by o1 Sep 0. (47) The outloor remains
graim.

The numerouz causes of pilot attrition and dissatisfiers
identified :n the various Canadian studies conducted during the
198%¢ are reviewed extensively in Chapter VIII, where they will
be compared to the US list and anaiy-ed accardingly. Suffice 1t
to say here that the majority of the strongest reasons for
guitting. and being dissatisfied with "the svstem". are common
to both societies. Hence, most of these difficulties should
probably be considered svstemic and be treated as "givens" 1in
any future attrition analys:s. Comparison of the two lists will
aive some ind:cation as to which factorssdissatisfiers in the
pilot attrition formula are system—-unique and which are
service-unigue. assuming that the Morth American pilot
population 15 reasonably homogeneous, has similar wants and
needs. and 1s motivated to a symiar degree 1n the two air

torces.




CHARTER VIII

COMFARISON OF CAMADIAN AND AMERICAN SITUATIONS

In several waves, the Canadian system can be compared to the
American one using a rough scale of | to 10, The Canadian
zyatem currentlyv calls tor roughly 2250 trained pilots to be at
full strength. (43) A May 1957 Portrait of the USAF lists the
1989 operational strength of pilots as 20,335. (49) The General
Accounting Office report ot 1 June 1988 quotes USAF estimates
that the USAF pilot population will drop from 2Z,92% 1n FY 8B to
21,081 in FT7 32 {this includes UFT personnel). 150 ({Note that
these estimates were established well before recent reduction
pians were even being conceived.) The Canadian Airline Filots
fiesociation currentlv represents about 350G active pilots 1in
Canada (1t is not a compulsory membership organization for
smal ler Regional Carrier pilots!. The National Defense
Transportation Agency estimated that the current commercial

pitot population 1n the US at the end of 1987 was about 56,500

0
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(51» Canadian Armed Forcez Pilot Career Managers worry about a
prosected shortage of 200 to 300 piiots 1n the next few vears.

USAF predictions prior to "the Wall Fall" were as high as 2900

pilots bv 1994, (52¢ Hence the scale of approximately 1 to 10

in # =1milar social and economic environment i1c probably
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suitable for rouah comparison purposes.

The Lanadian and Aéerican satuations are similar 10 many
wavs. Fof comparison purposes. the author will alian both lists
with the parameters presented to the Canadian Chief of the

Défence Staff wour top ranking militarv leader} by the Commander

~of fiir Command {leader of our Air Force) in his depict:on ot the

Cenzdian prliot attrition

m

ituation an 16 Feb 89,

THE CAMADIAN SITUATIGN

4. Causes of Atirition

The main reason given was the opportunity +for a oetter
quality of 1i1fe due to incressec stabilitv and security. anc
a iarge reduction in the srgbability of disrupticn due té
postings ana Job chanaecs.

Continued service was not perceived to be a viable option
when compar=3 tp outside opportunities.

Some pilots ﬁnzolder terms of cervice were given an ofter

to chanae to newer. more advantsgeous terms. but the offer come

ot long after thevy had been disenchanted b, tneir gerception as

fasic 23y was not considered a major facter in most
resianation secaisions . although departees acinowiegasd the

potantiai for petter long-term financial gaing while fiying with

the airiinez.
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. Major Inssatisfiers

A Major demctivator was the perception that littie service
consideration was given to family stability, employed spousec,
and the effec* "h-+ myltiple moves had on their childrens’
education.

Servi.e working conditions were not conducive to tamily
refationships. Complaints centered around too much time awav
and too little time off.

There vas an element of i1nsecurity ipherent in the new
terms of service which could ailow the militarv service to
release mempers after 20 vears of service. The attitude was
prevalent that many members did not want to face a forced ,ob
change at zge 40 with young families to support.

lfanv members aon old terms of service with Compulsory
i=tirement Ages of 45 or 47 would have converted to newer affers
ot engagement (which would let them continue service to age 53!
1¥ these offers had been forwarded at the same time as thosze
offered to members under newsr terms of service,

The gypsy life-style penalized members by not allowing them
to build up financial equity in a home dus to numerous past and
future moves.

The perception persisted that performance evaluation and
carger progression were both based primarily on performance 1in
secondary duties which, in most cases, were not even related to

primary fiying skills.

Many pi1lots stated a total oreterence to stay flving, with




no desire and no incentive to accept non—-flying staft+ runctions.

There was a perception of treatment as second-class
citizens, due to the use of parsimonious rates tor meale and
enpenczes on Temporary uuty trips and the idea that tne A:ir Force
gave little consideration to the provision ot "normal human
comforts®.

There was a strong perception of very limited opportunity
to negotiate one’s own career.

A f1inal ma.jor dissatisfier inciuded the perception that the
return of contributions and retirement bonuses presented at the
end of a Short Engagement (basically a nine-vyear term after
commissioning) amounted to a #60.000 taxable bonus which would
not be countered by anvy comparable bonus to stay on ana face the
chance of forced retirement at the 20/40 point (this was ususliy
construed as an obligue complaint to the fack of a "Re-up® bonus
in the CAF system?.

C. Recommendations

A major recommendation included the introduction ot a new
*non career" term of service to be offered to those piriots whe
expressed the sentiment of "fly or die". Thig term would
include provision for a continuous flying assianment. with no
possibility of promotion.

rAnother recommendation suggested return to a fixed pilot
salary to minimize the negative i1mpact of being torcea to tale a
ground tour :this recommendation was partially i1mplemented pv

authorizing the pay of "Aircrew Allowznce” Lo approvimately v
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percent of pilots currently pinned i1n non-flying statt
positions) .,

The presentation recommended the annotation of non—flvying
rated slots as "augmentation" positions which would entitie the
incumbent to receive "Aircrew Allowance".

Several i1mitiatives to improve gquality of l:ife issues were
suggested by providing more benefits to family members,

The presentation recommended adgusting Temporary Duty
allowances to make them comparable to current industry and other
governmental department rates.

Initiatives were also suggested to improve relocation
benefits with such things as a guaranteed home sales plan,
hetter family re-union allowances tan allowance to members
posted away from their families which allowed them return visits
nome, better education compensaton for separated dependents,
employment assistance for transferred spouses, and increased
separation allowances.

t.ast, but not least, longevity bonuses and home purcnase
assistance on retirement were also suggested as possibie ways to

increase retention.

THE USAF SITUATION

The USAF thiitary Fersonnel Center-Retention Division has
conducted numerous studies on the reasons USAF pilots qive {for

leaving the military service:
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A.  Causes

A major cause for separation was the desire for greater
geographic stability. Airline pilots probably move once or
twice in a career and get a choice when given an “"offer”.

Another major cause was the perception that the USAF pilot
was losing out financially to his airline contemporary.

Career management was cited as a maaor cause for
separation. FPilots perceived little say in future assignments.
This particular factor is e.acerbated even turther 1n times ot
shortages, when shrinking numbers of pilots bave to cover more
and more tashkings.

The continued erosion of benefits for both military
personnel and their dependents was listed as a major cause for
release.

The 1nability to {1y throughout a career was often cited as
a major cause for separation by “fiv or die" pilots.

B. flajor fissatisfiers

In molding 1te members to be future leaders. the USAF
continued to 1nsist on congiderable FME during a member’s
tenure. Much of this training was not perceived to be directly
Job related and of Jittle use i1n flving airplanes.

Operational units were constantly "under the gun® for ORle
and other inspections. This was often perceived as a "lose-lose
zi1tuati10n” involving copious pressure, considerable
embarrassment over miztakes. and Tittle grziituge tor jobs well

don=.




Additional duties continued to be a UBAF custom, but
thev were also perceived as a major pain.

Yery limited opportunity to plan ahead was often cited as a
major irritant. Flanning of family social events and moral
support to dependents was cited as being nearly non-existent, dug
to the eiigencies of service life and the unpredictable nature
of air force demands.

Inadequate compensation on moving was often caited as a
maJjor dissatisfier. Although the USAF now maves fewer peagple
than it did in the past, the perception remains that many costs
of transfer are still being borne by the families involved.

flissatisfacticon with leadership above Squadron level was
stil) cited as a magor complaint. The call remains that many af
“their seniors, they say, are too busy looking up to look down.®
154}

. Recommendations

These recommendations are summarized from the Arwr Force
1989 Issues Book and Col Foglesong’s article on pilot attrition:

ACIF/89 has been signed into Taw and the apprapriate funds
are budasted {for future fiscal years. It 1s hoped that thiz new
financial bonus plan will help to resolve the pressure of the
disparity between USAF and commercial pilot salaries for several
Vears.

A50C has now been increased to 2 vears., This will alze
arve a longer period of stability fto future personnel olanners

over the longer term.
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The Commander”s Fiash llessage program 1s resulting in
guicker and less garbled communication from top to bottom.

The Filots’ Electronic Message System should also help to
clarifv and resolve issues and give members more contact with
their personnel managemenit staffs.

Further reduction n PCS moves., increasing weight limits.
as well as incr=asing temporary living allowances, should help &n
reduce some of the irritants associated with moving.

The Sguadron Commanders’™ Involvement Frogram i helping to
reduce the perceptions that "the svstem" 1s very impersonal ana
unresponsive to individual needs. {(53)

Use of the "operations caresr management izé]d" to Timit
non—-fly rated slots acknowiedaes that too many prlots are posted
into non-fiying siots. The motivation remains te design
satisfactory alternatives.

Increased spousai employment counselling 18 also & welcome
addition, :f enough resources are devoted Lo developing an
effective spousal job-search networt.

Re-examination and updating of “"what—-i1t-takez" to be 2
griot wiil heip ty hone personnel selection methods and reduce
the number of training fairlures, as welit as resucing the number

of mismatches between aspirarions and realitiec.

DISCUSSION
Therez are many common threads woven between the two !istszs.

It should come as no supreme surprise to find that tne orimar.
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cause of attrition in both countries 15 a desire {for increased
stabilrty and lese "forced movement". The many “hassles"
aenerated by svstems which demand thal members pichk up familv
and belcngings and move again and again 1s bound to extract a
“cost of doina business" over anv extended oeriod ef time.

This increased desire for security and a higher gquality of
11f2 12 no doubt reinforced by the natural progress:on which
occurs ’&s our members grow older. acgquire families and children,
and mod:ifv their outlooks on tife. HMany of the eariy departees
ithe 30 percent mentioned earlier in Chapter VII) oprobably
modify their expectations earlv in 111e. and are i1ncreasingly
irritated by further orders to move or change jobs. They can
hardly wait for the end of ADSC to get more permanently rooted
zomewhere with 1ncreased stability and iess turbulence. Seeing
this group depart offers minimal heartburn to a system which
must constantly cope with turbuience and uncertainty and Leep
the avpsy mentality zlive 1n its military forces.

Thie vearrning for increased stability 1s being exacerbated
by several other soc:ial phenomena in modern American society.
Many of the new spouses of young line pilots are no longer
content to focus on a one-career family. They, too. now goin
marriages with career expectations and are no longer prepareag fo
dutifuily accept the "root ripping" PLS rituals of the UaaF zano
other military organizations.

There appears to be very iittle that can be dons to counter

this particutar tendency, other than extending personnel 1n the
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came geogranhic areas for longer portions of their careers. The
spousal emplovment network i1s another i1nitiative to try and
minimize this particular dissatisfier. Along a parallei iine ot
reasoning, the CAF has recently introduced the concept ot Famiiy
Support Centers i1n many locations where duty personnel are often
awav and their spousss require support and assistance. All of
these 1nmitiatives gnaw at the systemic probiem, but military
organizations will never be abie to completely eliminate this
dissatisfier.

However, there 1z also an element of “time Tack” in our
modern societv which deserves some attention as we look teo the
air forces of the future. Ferhaps a future system could mold
each pilot’'s career alonq the lines that he or she remains
mobil2 and availabis for service up ta a clearly i1dentified and
mutuailv agreed-upon time point. For example, let s say that
tne USAF and member agree that he or she will remain free and
willing to serve in remote and out-of-country locations early 1in
one'e career, szy until one’s chilidren hit their teen-aged
years. Then, Familv Z will be given a preference tor stebriity
for ¥ years and will be lacated 1n a specific geographic area.
By tving this less-mobile time period to statt+ positions, 1t is
conceivabie that the USAF could cater to two of 1ts biggest and
most persistent de-motivators at the same time. The obviouz
counter to this individual career management 1s the percsonnel
and resource bill reaguired to administer 1t. However, the USAF

could aftord to spend a huge amount on this particular
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management scheme 1f they were able t7 reduce pirlot attrition
substantially and devote the sum of all of the associated
training costs to career management instead.

The threads of financial security and money also wind their
way through both iists. Both USAF and Canadian authorities have
‘agreed that the military cannot hope to compete with the
airfipes on an eaual pay basis. Roth and Neiicen caiculated
that 1t would normaily take about five vears for a member
leaving the USAF to recover the financial benefits that he or
she had lost +rom giving up a higher-paying Jjob to Join an
airltine at minimal! wages. (55) However, after that five-year
recovery period, there was no possible comparison between the
two careers as far as future earnings were concerned. The USAF
will never be able to compete with maximum commercial =zirline
salaries, which range from $150,000 to 165,000 for their top
earners. (96!

However, the military community can compete with traveiling
expenses which more closely approacn those paid by eauivalent
civilian firms. The battle to keep Temporary Duty allowances
within realistic ranges 1s a lona standing and never ending one.
It magnifies 1n importance as resource bases shrink. It 12 rar
too easy to accept the anawing efiects of inflation and higher
prices on Yemporary [uty recipients than 1t 1s to face
operational cuts. But both of these aspects are equally
important and the ionger-term benefits of adequate allowances

will alwayz outweigh the short-term operational “needs” of a
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peace time environment.

it remains very difficult to groperly balance salary ranges
to keep a balance between "too much" and "rot enough”. The
Canadian Lt Col who managed the 2000 Canadian line pilots during
1987/85 incsisted that "money 18n't everything, but enough of 1t -
tends to make up for many of the other minor frustrations whicn
nibble away at morale and create dissatisfaction amonast the
working populaticn”. (87)

There were several other threads common to both
populations. Several quality-of-life issues surfaced on both
lists. It would appear that the twin-edged sworg of gettina ths
Job done while stili giving the troops sufficient gquality family
time will ever remain a mighty chailengae. Frustration with the
career management system was also guite evident on both liste.
It is interecting to note that the perception of having little
say over one‘s career 1s jgust as prevalent in a 2000 oilot
structure as it 1s in one which 1s ten times as large.

Increased efforts to Leep communication flowing from top to

pottom and a “"starting block" briefing which lists and

rewnforces realistic expectations appear to be the only

increments which one can mention here. Flus the fact thst one

of the most oasic leadership tenets continues to be to lool out .
tor vour troops betore vou icol after vourseit.

Complaints about leadership constantly being focused up the
chain instead of down will continue %o —rop up 1n any

organization wnere pertormance 1€ considered the primary
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characterictic evaluated to determine promotion. Echoes of
career1sm and “"every man looking out only {for number ons"
continue to haunt both systems.

There 1s also a common plaint in both svstems that far too
much of the assessment and promotion process for a chkiii-based
profession 1s currently being based on performance in non-tiving
guties. The new USAF evaluation format supposedly taclies this
camplaint, but again 1t iz far too earlv to sav whether or not
the cuwre 1 worse than the disease.

EBoth the CAF and the USAF are currentlv reviewing
establishment entitlements in a rurther attempt to weed out
unnecessary non-fiving rated slots. and both training svstems
have recently taken farmal steps to :increass the pay-back tfime
required for training which is valuable and directly
transferable 1nto civilian employment.

The last major common theme on both lists involves the
nopular cbservation that many pilots would have remain=d in the
CAF or the USAF tar “a full career" 1f they had been aliowed to
continue to fly for the duration of their emplovment. The
basics of a dual tracl svetem were described in Chapter V1. The
merits of such a "contract system", uniquelv designed for pilots,
could probably be set up Lo be sufficientlv attractive teo enough
n:lots that both Canada and the US could retain another 15 to 20
percent of their retiring pilots without clogging cockpit
positiens and reducing the system’s fiexibility. This

suppiementarv force would effectively knock the steam out ot =
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crippling 15 percent shortase. 1t 1s notable that this
percentage 1nvolves the same number of pilots which has warriad
both the CAF and the USAF personnel pianners over the last two
decades.

However, some of the conditions proposed by Bendick and
Jones ip their initial proposal seem rather too iimitina to be
of useful application. Less limiting terms of retference would
simply promise and demand that members would continue to occupy
cackpit positions throughout their tenure. They would still be
jiabie for any of the Wing or Sguadron secondary duties which
came up, but these membere would not be required to complete
further FME {(and, indeed. would not he ent:tied to reguest 1it,
airther!). This new system woulo require a separate evaluation
method to ensure that performance standards were maintained at a
high level . There would also be a requirement for & completelv
separate svstem +or compet:tion for promotion. based on some
other ph:losophy than the "up-or-out® system so that ali of
these "Contract Filots" woulo continue to compete with their
peers. but not with the other “Career Stream® pilots.

The aoded stability that such a body of pilots wouid aive
to the CAF and the USAF would go much further than just reducing
attrition and all of 1te’ accompanving annovances. The .
stability wnich senior experienced piiots give o their gumior
contemporaries i1s difficult to measure buf otten saves bent
airplanes, and even livez, over ertended periods of time. bv

having one or two forma: decision pointz twr-ther zlona the
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chain. those "Contract Filots" who eventuallv discovered that
there 1s more to the CAF or the USAF than just flying would be
able to rejgoin the other career stream, althpugh they woula, of
course, re-enter the stream well behind their contemporaries.

The Royal Air Force has experimented with a system based
along these lines for several years. They formeriy maintained a
duai track svstem with a split career decicsion at the 186 vear/s3E
yvears of age point. (3B) At this point, selected pilots were
ailowed to stav on in flying billets for the duration of their
careers with the full knowledge that chances for further
promstion were minimal. This group was paid via a special
differentiai rate which took their extra experience 1into
account. The regular stream pilotes continued in the main
nrogram, knowing full well that they wouid have to absorb ground
and staff tours as part of their future career development.
This system, too, met with limited success, but it offered some
reliei from a crippling attrition rate for several vears.

Last, it 1s quite =svident that some nf the major causes
of attrition and major dissatisfiers on both the CAF and the
SAF T1st are based mostliv on each countrv's terms of cervice
and hence wili remain service unique. Most Canadian problems
with terms of service were related directly to the way in whach
various policies were implemented. and appeared to have little
to do with tne policies themselves. In 178%, DFCAD (tne
afficers’ policv cshop: completed an erxhaustive studv which

snowed that few, 1f any. of the .junior pilots seeking releace
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between the end of their ADST and the nine-vear point terminated
their contracts at the eight-years-and-one-day point. (5%

Since this was the day when "system-breakers" would first become
eii1gible for this grand "$460 bonus", which consists ot one

month’s pay for each year of completed service along with the
return on contributions contributed to the CAF pension piang.

release at this point would likelv indicate a motivation to stay

long enough to collect the windfall. But none of the pilots
released in this zone had been released on this critical date.

Hence. thiz studv concluded that one of the magor dissatisiiers

identitied in the Canadian attrition studies didn-t apolv to

anvone, but it was still listed as a magor dissarisfier bv a

large majority of those pilots departing the service. It :s

amazing Just how tnese perceptions get startec and how difficuli

they are to e:tinguish.

The USAF‘s insistence on FME 1s svstem-unique, although

this system too 13 presentiv undergoing extensive review ang

madificaticn. However, a somewhat-similar policy dictum in

Canada recently began causing consternation through the pilot
populatien. Thiz 1s the requirement for all ofticers to becom2
bilingual t(:.e., bz able to communicate effectively 1n both of
the official languages of Canaga: English and French:, by 1996,
1f they aspire tc be promoted to Lt Col ranl.. FME or any

compdal sory training which all members must complete quickiy
seeme to acguire a bizarrs tlavaor of "tickel-punching® . rather

than & oriviiege winich 12 quite unigue to the mititary system




and 1s regarded quite enviously by many communities in the
civilian marketplace.

In summary, this comparizon of the attrition
characteristics of these twe systems, related onlv by geography
and scale of effort, has reinforced the popul ar view that there
are no simnlistic solutions to this complicated and 1nvol ved
problem. Rather, 1t would appear that the current
mimimize-damage philosophy adopted by both CAF and USAF

personnel managers 15 not one of a matter of choice, but simply

one of survival insteag.
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CHAFTER 1X

Many of the conclusions derived from this study seem
obvious and self-evident; however, they wiil be reviewed here to
provide a clezar picture of the total situation.

The USAF =xperienced severe pirlot attrition probiems at the
end of the [980s. In comparison to the Canadian problem, which
currently remains difficuit and intractable, the USAF problem
appears to be diminished by the prospects of significant and
far-reaching establishment cuts which are forecast to reduce
USAF pilot demand in the early 19%0s.

The most recent skirmish in the USAF’s ongoing battle
against piiot attrition 1s decidedlvy different than the
shart-tarm fray fought bv the USAF‘s personne]l statfs in the
late 1570, That earlier round was probably vartiaily caused by
& bottoming of militarv moraie du= to the intensity of the
Yistnam tacklasn., This, coupled with the requirement to
maintain and use outdated eguipment., badlv crippled the spirit of
the USAF pilot corps. These demoralizers were reinforced by
unreatistic training gtandards and resource cutbacts which went
deen encugh that they challenged such bas:ic USAF onilosophies as
arcrev proficiency and flight safety. 160 The aircrew reacteo
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1h a predictable manner. voting with their +ee§.

In contrast to this earlier situation, this tatest round
results primariiyv from the explosive arowth of the North
American commercial aviation industry through the [980s, and
this expansion promises to extend through the 19905, In the

1970's manning depression, USAF policies and management had a

limited effect an the problem; this time the USAF has virtually

no contral whatever over the situation. other than praving for a

downturn i1n the North American economy.

The earlier hemorrhage was heaied by a new administration
which entergd government with the political will to return the
US armed ftorces to the prominence that they helc Jjust after WW
1I. Tne latest round 15 presentlv being buried under a
demob2lization of this same military macnine. A 5 percent
manpower deficit mav appear to become a 10 percent surplus in
very shart arder. Hawever, this does not obviate the semor
hierarchy from manacing this new transition very carefuilv
1ndged. for there 1s sti1ll much danger in the offing.

There rem?1n several common themes running through both the
CAF and USAF attration patterns. Manv pilots continue to lsave
the forces because. they seel: greater stability in their
ji1festyles, and they perceive that thev can enjoy o better
qualifv of li1te outside of the military organization. The
orecent pull to the airlines i1s strong, deep, and 15 predicted
ta continue throughout the next decade. The mititary

hierarchies recognize the futility of attempting to compete




financiali v witn the awrlines, so they musi nencafortn
concentrate on other strateare: to motivate and hoid therwr
people.

There remains a strong perception among the departing
pilots that "the svsitem™ 15 laraelv impersonal. that "the
system” Zpzsn -t care about family life or conditions of
empiovment. and that thz "bia leaders" re2llv dun t care whet ¢
hapoanlng. as iong as their own perconal caresrs continue Lo
drive uowargs. There are strona sians in both organizations
that communications prablems continue te contribute to a
eystemic malaise. And last. but not least. manv ot both
countries: departing piiots get 1rustrated by svstems whickh won t
let them {lv throughout their career, so thev move to a svstem
that wil teven 1f the daily thrill 1s limted to g9eiting an
aircratt off the grouns, enganina a Flight Manaaement Svstem.
maneuvering upsdown at 1000 feel per minute. and watching the
autopilot do IL5 approachecs].

In ane wav, 1t 1s unfor.unate that "peace oreaking out all

over” has clipped this recent roundg ot attrition i1n mid-cycle.

It would have been most useful for fubture USAF leaders to sze

whether or not the simplistic solution of ACIF.8Y reall.
contained apough of a fipancial oalance to stem the :low to the
airiwnes, To repeat the aist of an earlier auote, "Monev i1sn t
avervthing. put enough of 1t overcomesz many of the small
digsakiziiere which the miliisrs naturally seems to arow." (oly

For the -ommand =ztructure of the LUSAF, is there now enough o1 a




balance between money and the other benetits ot a USAF career to
otfset that powerful draw to commercial avzat1on? 14+ the answer
1 "no", the USAF will face a new round of fierce attrition 1in
the mid 19%90s,

However, it appears that this present situation offers USAF
command authorities and their AFMPL staffs one extraordinary
oppartunity to seek out and implement new policies and
strategies which will keep the USAF a vibrant and motivated
organization throughout the upcoming decade. That Chinese
character denoting crisis as both danger and oppprtunitv seldom

described a situation more appropriately.




cHAFTER X

RECOMMEMOATIONS

The upcoming establishment revisions. structure
modifications and resource restrictione offer ample oppoartunity
to do manv great things; conversely. thev also ofter ampie
opportunity to derail many of the things that the USAF already
does weli. The need has never been greater {for vision. optimism
and endurance,
As the USAF draws down and retrenches. zome unit movement
wiil become necessary to achieve better efficiencv. Flacement
of flving sguadrons destined for transfer to the AFRES near
urban areas where the major commercial airlines have created
hube wili help to ensure that pilot popuiations wmll be
available to augment those sauadrons in the future. If the
plriots w1l not stich to the program, pernaps 1t is time to take
the proaramz to where the excess pilots are available. -
A1l members of the USAF hierarchy must realize that the
USAF will continue to remain THE "main production pipeline” for
the commerciai airlines duripg the 1990s. Hence.
higher—than~normal attrition of the middle year carser groups
must be expected over the nest decade. Hence. policies muzt
be turther adjusted to cater to this ugly fact of life. neduced
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apportunity for prometion and stagnation i1n rank will prohably
aenerate extra frustrations during the upcoming decade. Force
reduction policies will have to be implemented very carefully in
the pi1lot population to ensure than an unstoppabie exodus 1n the
middle years populations doecsn‘t develop. It .just may oe that
considerable overmanning in these middle ranks and 1ine
positions will have to be worked into reduction eguations to
ensure that rises and falls 1in the various year groups remain
within accestable levels.

Establicshment reviews for those wings and sguadrons still
scheduled to be operable after Phase 1 of the current cutbacl
campaign should be examined closely. #ircrew to aircratt ratios
on these units wiii need a rigorous review totaliy unique to
this unusual situation. This type of review must ensure that
such quality oaf 11fe 1ssues as awav-from-home-davs and
compensatory-time-off policies are humanized to the maximum
=xtent possibie. Although the military organization has
traditionally remained "operationally oriented", a new
phiiozophy of extensivelv catering to familial needs and wante
nugt now be cultured znd encourcged. The maintenance o4 the
morale of the USAF famiiy units must acquire a new ang unusual
griority in the ne.t decade. It truly 1s a time tor inz USAF to

bear down on the old phiiosophy that "peopie are our mast
valuable resource”. Severe cutbaci.s to bene{it: and tamily

support resources will, no doubt, be suggested ac easy cures %o

resource limitations, and these suggestiones must pe fought oft




at least as fiercely as cutbackes to operational capaoility, 2f
not even more heatediv.

The current mistrust of the personnel system and the
malaise of false expectations must be reduced significanti.. 1t

it zan’t b

1)

eiiminated entirely. Recent communications
initi1atives have made a sianificant dent in the suspicions of
manv line pilots, but there remains a wide spread perception
that thev are miniature cogs in an enormous miiitary machine.
The concept of a dual-stream zystem should be investigated
and thoroughiy analvzed (again--if 1t’s alreadv been re-woried
recentlyr. As noted in Chapter VIII, nearly all of the other
policies which should aid retention have aireadvy been
investigated and 1mpiemented. Some sort of split-stream career
flow, initiated at the end of the ADSBC time frame, cowid have
many benefiis for any mlitary air force, even 1f only oftered
to 1¢ to Z0 percent of the pilot population. These "fly-omiv
contract pilots" would remain cockpit oriented and out ot the
professional development stream. Then, future PME and other
jeadership development would t1t properly 1nto the career ziream
and be ooirnted directly at those individuals wino hao consciousiv
made the oecision to agaressively pursue an upwardly-mobile
military career. FME would assume 1ts more natural role as 2
priviliege, rather than simply being perceived as a “'royal pain®

or a “"ticret-punchina” exercise. CLConcentrat:on of FHiE =2tfort on

t
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oze piiotz who choose to stay with the military and be groomag

tor futurs !eszdership roles has many aogvantaaes. Ane thst entr

w

(A%
Ly




1.

1 to 20 percent pi1lot population wouid probably ao & long wav
tn reducing attrition problems of the future.

& final thought: pileot attrition in the USAF has not been
vanguished. It has ebbed for now. and will surge again as
circumstances chanae. It remains one of the USAF hierarchy's
main challenges to ensure that their personnel stafts keep
striving to drive this pers:stent and irritating agaravation
into permanent submission.

"One defends when his strensth 1is i1nadequate:; he attacks
when i1t is abundant.” 1562} The present cutback situation offars
s unigue opportunity to attachk this attrition problem with new

ang aggressive perconnel policies. Do not =it back and wacste

this one bonus opporfunity. It mav not come againt

&4
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GLOSSARY OF CANADIAN ACRONYMS AND ABBREVIATIONS

Br Advisors--Branch Advisors-senior members of each MOC whe
advise the personnel staffs on matters relating to therr
specific MOCs iy

fir Command--Canadian forces component eauivalent to USAF

CaF--Canadian Armed Forces

CCR--Cumuiative Continuation Rate--uUS gefinition--zee paae 4

Cot--Chiet of Defence Staff-highest military officer in LAk

CFPARU--Canadian Farces FPersonnz! Applied Recsearch
Unit-oraanization in CAF wihich does personnel research

CFRF-~Commissioning From Ranks Flan-entry plan from OR or NCHM to
Ofiticer status

CRa-~-Compuisory Retirement Age

DEO~--Diirect Entrv Officer-entry plan wherebv member is
commissioned immediately upon entry

LComd Air Comm—-LtBGen who 135 Commander of Air Command
OGFCO--Directar General of Fersennel and Careers for
Officers-kben who is head of the personnel branch which

manages the CAF ofticer population

DoFCOR~-Director General of Fersonnel and Careers <or Other
Ranks--Same as DGFCO. but for Non-Commissioned Members

DEMU--Director General of Manpower Utilization-BGen who controls
manning aof all pozitions in the CAF

OGRET--Inrector General of Recruiting. Education, anc Training

DMMD--Director of Militarv Manpower Distribution~ Col who
oversees distribution of military personnel throughout CAF

OFCAU--~Director Personnel Careers Administration for 0fficers-Col
in charge of Officers’ policy shop




DPCO--Lnrector Perconnel Careers for Officers-Colonel 1in charge
of Officers’ career management

UFCOR--Director FPersonnel Careers for Other Ranks-same as DPCG.
but +or Mon~-Commissioned Members

OFiS~--Director of Fersonnel Information Svstems-Lol in charge of
1into system which supports CF perconnel system

OFRC--Directar of Froduction Requirements and Controlszs-Loionel
who 1s chief personnel bean counter

oMos—~Mrector of Military Occupation Specaifications-Col in
cniarge of directorate charged with buiiding structures and
updatine job descriptions

DFSREC--Drector Personnel Selection, Research and Second
Careers-aust wnat 1t savs

LRFM-~-Lang Fange Flanning Model-zimiii1ar to Topline 1n USAF
MOC~-Militarvy Occupation Class:fication
dA--Occupatienal Analysis-tool used by DMOS to revise structure

UCOFP-~Ggif1cer Career Development Flanm-plan which spelle out
sarious terms of service for officers in CAF

OCTF-~0f{1cer Cadet Training Flan~entry plan whereby member
enters and trains as Officer Cadet before Commissioning

OFl--Office of Primary Interest

ORCDF--0ther Ranke Career Development Flan-same as OCDF, but {for
ORs
OR~-0ther Rank.s--o0ld acronym for Non-Commissioned Members

FML--Freferred Mannina Level~the level which each military
occupation would number 1f everv Job in tne CAF was fillad

ROTF—-Regular Officer Training Flan—-commissioning plan which
ustally 1nvelves college educstion before commissioning

RTHOWG--Recruiting, Training and Manning tor QOfficers Working
Group-the coordinating group which examines problems tn all
cf the sbove areas

RTHORWG—~same committee organized to look arter OF (newer term is
NCHM: problems

[




>

~CF Officer Terms ot Service

SE--Short Engagement-normal entering term of service which
entitles member to nine years of service

IE--Intermediate Engagement-term ot service offered to most SE
members which allows them to serve 20 year periad of service
(20 years of service is the first point in time where a CAF
officer becomes entitled to an i1mmediate annuity upon
release from the CAF]

[FS--Indefinite Feriod of Service-term of cervice which allowe
members to serve 1o zae S5
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ANNEX B, CHAPTER 2
GET-WELL PROCESS
INITIAL INDICATION-

1 The first indication of a problem in a trade
or classification can come from any of a variety of
sources. These include:

the Commands indicating dissatisfac-
tion with shortfalls or lack of appro-
pnate skills or background-n a parti-
cular trade or classification,

Branch Advisers could be the first to
recognize deficiencies in either the
quantity or quality of a group;

DGPCO/DGPCOR would be quickly
aware of manning difficulties,

DGMU/DUPRC as the staff agency set-
ting requirementis would spot quanti-
tative shortfalls; and

DGRET as the OP! for production
would be the first to be confronted by
a lack of suitable trainees and/or
adequate training resources.

CONFIRMATION

2 The NDHQ OPI who will confirm that a
trade or classification 1s in trouble is
DGMU “DPRC Upon receipt of a signal oi con-
cern DPRC will conduct a preliminary staff check
to determine the magnitude of the problem and
what is forecast for the trade or classification in
the next few years This analysis centres pri-
marily upon numerical considerations. If the
problem is of a qualitative nature, this phase will
have to be conducted by other staffs such as
DMOS, DPCOR or DPCO, with input from Com-
mands and Branch Advisers.
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‘PROCESSUS DE BONIFICATION

INDICATION INITIALE

1. La premiere indication qu’il existe un
probléme dans un métier ou dans une classi-
fication peut provenir de n‘importe quel des
organismes suivants:

a. les commandements qui expriment
leur mécontement face aux insuffisan-
ces ou aux manques de compétences
ou d’antécédents appropriés dans un
métier ou dans une classification;

les conseillers des cervices qui sont
les premiers a constater les carences
quantitative ou qualitetive d'un
groupe;

le DGCMO ou le DGCMP qui se ren-
dent vite compie des probléemes de
dotation en personnel;

le DGUE ou le DBPC qui fixent-les
besoins en dotation et qui sont a
méme de déceler les carencas quanti-
tatives;

le DGREI qui, en sa qualite de EPR de
laproduction, sera le premier & devoir
faire face au manque de personnel
gualifié ou de ressources nécessares
3 la formation.

CONFIRMATION

2. Le BPR du QGDN. qu devra confirmer
I'existence d'un probléme dans un métier cu
dans une classification, est le GGUE ou le DBPC.
Lorsque le DBPC est mus au courant du probléme,
il effectue une vérification administrative
préliminaire, afin de déterminer I'ampleur du
probléme et de voir ce qui a été prévu dans les
années & venir pour le métier ou pour la
classification. Cette analyse s appuie principale-
ment sur des données numériques. St le
probléme est de nature qualitative, I"'analyse sera
faite par le DSPM, le DCM (PNO) ou par le DCMO,
avec la collaboration des commandements etdes
conseillers des services.
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EXTENT

3. An analysis of the trade or classification is
needed to determine the precise nature of the
problem This will involve-an examination of:

a. the PML and Target Strength of the
affected trade/classification and fore-
cast changes;

‘b. the numbers in the training pipeline;

c. forecast attrition due to CRA and
voluntary releases; and

.d. a review of current constraints upon
production. This analysis should re-
sult in a projected get-well period
based upon no extraordinary mea-
sures being taken to affect produc-
tion. If this get-well period exceeds
two vyears, the trade/classification
will be declared to be in need of a
Get-Well program.

CAUSE OF THE PROBLEM

4 In general terms, shortages in any trade/
classification can be attributed to either reten-
tion or production. This may be oversimplified,
but is valid in that shortages occur when re-
placement cannot keep up with the outflow.
Retention problems normally entail complex
and/or long-term solutions. These may involve
pay. trade structures, employment patterns, job
satisfaction, etc Production sclutions can be
both short and long-term. To arrive at the cause,
it will be necessary to examine some or all of.

a. attrition patten's and forecasts,

b. production constraints, and

ANNEXE B, CHAPITRE 2
ETENDUE DU PROBLEME

3. Il faut effectuer une analyse du métier ou
de la classification pour détermner la nature
précise du probléme. Cette analyse doit com-
prendre I'examen:

a. du NDS et de 'effectif visé pour le
métier ou pour 1a classification et des
changements prévus;

b. du nombre de militaires en cours de
formation;

c. dutauxprévudattrition(ARO et libér-
ations volontaires);

d. des contraintes normales de produc-
tion. Cet examen devrait permettre de
prévoir une période de bonification au
cours de laguelle il ne sera pas pris de
mesures extraordinaires susceptibles
de toucher la production. Si cette
période de bonification devait s’éten-
dre sur plus de deux ans, on en
conclura que le métier ou la classi-
fication nécessite I"application d'un
programme de bonification,

CAUSE DU PROBLEME

4. De fagon générale, on peut attribuer aux
facteurs de maintien en service et de production
les manques de personnel dans un metier ou
dans une classification. On peut encore simph-
fier, 3 la condition que les manques de person
nel ne se produisent que lorsque 'on ne peut
contrebalancer les departs par les remplace-
ments Les problemes de maintien en service
nécessitent habituellement des solutions com
plexes ou along terme. Ces solutions peuvent se
trouver dans I3 solde, les structures de metier,
les modes d’emplo), la satisfaction au travail,
etc. Les solutions aux problémes de production
peuvent étre des solutions a3 court et 3 long
termes. Pour trouver la cause du probléme, il
faut donc examiner les facteurs suivants, en tout
ou en partie:

a. les profils d’atintion et les prévisions,

b. les contraintes de production,

2B-2




ANNEX B, CHAPTER 2

c. growth patterns and forecast for the
trade/classification.

5 In some situations it may be necessary to
conductan QA At this stage of the process there
will be a great temptation to go with the quick fix,
that which will solve the problem immedately.
This must be resisted until 1 can be confirmed
that the root cause of the problem 1s also being
tackled. It would be of no value to boost enrol-
ments dramatically if the attrition rate s still
unusually high due to a basic dissatisfaction in
the trade “classification, or if other unsuitable
conditions persist.

6. Is the requirement valid? Before proceed-
ing to detailed examination, it 15 essenual to
con’ rm that the requirement s properly stated.
Are the quahfications overstated? In the case of
the hard to recruit or train, is the overall require
ment vahd? Could someone of lesser skill per
form the job? Are the rank levels of positions
vahd? This in turn will verify if the rank pyramid
15 vahd A shoulder in a3 rank pyramid can cause
distortion to the ranks,both above and below it.
The ultimate aim of this audit for officer classifi
cations s to confirm the validity of the officer
LRPM, admunistered in DGPCO by DPCAO The
LRPM states the ideal proportion of the classifi-
cation by entry plan {ie, CFRP, ROTP, DEO,
OCTP), which in turn influences the recruiting
and selection processes.

OPTIONS AVAILABLE

7 Having confirmed that the statement of
the requirement is valid, it 1s appropriate at this
stage to examine the options that are open.
These options should not be confined to those
which will merely bring up the strength of the
affected trade/classification. It may be more
feasible/practicable to obtain relief through
temporary assignment of personnel from other,
perhaps overborne, trades/classifications. This
would be of particular merit where the affected
MOC has a high training cost. Perhaps force
structure changes will shortly reduce the re-
quirement, thus it is but a temporary shortfall.

A-PM-005-002/FP-001
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c. les modes de croissances et les pré-
visions pour le métier ou la classi-
fication.

5. Certains cas peuvent nécessiter une ana-
lyse des occupations (AO). A ce stade du proces
sus, on sera grandement tenté de recourn au
moyen rapide qui aura pour effet de régler le
probléme immédiatement. Cette solution est a
éviter, du mons jusqu'a ce que l'on soit sur de
s'étre attaqué a la racine du probléme. |l ne
servirait a rien d'accélérer le recrutement d'une
facon exagérée si le taux d'attrition est inhab-
tuellement élevéd cause d'un sentiment dinsa-
tisfaction dans le métier ou dans la classification
ou a cause d'autres conditions défavorables
persistantes.

6. Le besoin est-1l raisonnable? Avant de
pousser plus avant I'examen, 1l faut bien s’as-
surer que le besoin est établi. Les qualifications
sont-elles exagérées? En cas de difficultés de
recrutement ou de formation, le besoin général
est-1l défendable? Une personne moins qualifiée
pourrait-elle exécuter la tache? Les niveaux de
grades des postes sont-ils acceptables? Cec
permettra de vénfier si 1a pyramide des grades
I'est aussi. Un étagement dans la pyramide peut
se traduire par une distorsion aussi bien vers le
bas que vers le haut Le but ultime de cette
vérification, dans le cas ciassifications d’offici-
ers, est de confirmer la justesse di. MPLT (offici-
ers) dont s"occupe le DACO au sein du DGCMO.
Le MPLT indique la proportion idéale de la classt-
fication par régime d’engagement (PIOSR, PFOR,
RED, PFAOQ) qui, 3 son tour, influe sur le re-
crutement et la sélection.

CHOIX

7. Une fois que I'ons s’est assuré bien-fondé
du besoin, il convient 3 ce stade, d’'examiner tes
choix qui s’offrent 3 nous. Il ne faut pas unique-
ment s‘arréter aux choix qui permettront de
remplir les cadres d’'un métier ou d'une clas-
sification. Il serait peut-étre plus pratique de
recourir 3 des affectations temporaires de
personnel provenantd auties métiers cu d'autres
classifications, par exemple 12 ou Il v a des
surnuméraires. Cecr serait particulierement
avantageux dans le cas o0 ie CEM entraine des
colts élevés de formation. Des changements
dans la structure de la Force auront peut-étre
pour effet d’amoindrir le besoin; il ne s'agira
alorsque d’'un manque temporaire de personnel.
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INCREASED-PRODUCTION OFTION

8. If all other options are deemed unsuitable,
it-will be necessary to determine how best to
boost production. The RTMOWG and
‘RTMORWG are normally- tasked to initiate a
specific Get-Well program ‘In so doing; the staff
must ensure that the foilowing constraints are
fully examined and taken account of:

a. Recruiting/selection pool —Isthere
an adequate pool of personnel from
which to recruit and/or select? it is of
no value to set a high CFRP target if
suitable OR candidates are not avail-
able, or if the trades cannot afford to
lose them.

b. Training Constraints — Cantheplant
cope with an increased training load?
Can the plant and staff be augmented
to cater for an increased load?

c. Fiscal Constraints — !s the budget
sufficiently flexible to pay for the costs
of increased training production?

d. Assimilation Limits — If additional
personnel are trained, can they be
provided with suitable and challeng-
ing first tours? In some MOCs such as
the Maritime environment, there may
be a unique constraint(such as bunks
in ships) which could seriously ham-
per any attempt to increase produc-
tion.

PROBLEMS NOT RELATED TO PRODUCTION

9. As stated earlier, classification and trade
deficiencies can be attributed, in the main, to
either excessive attrition or insufficient produc-
tion To increase production can be relatively
easy, provided the resources are made available.
On the other hand, to staunch the outflow is
considerably more difficult. For a start, itis often
very hard to determine the cause of attrition.
There are usually a variety of causes cited, de-
pending upon the respondents’ viewpoints.
Thus, if no obvious cause for attrition is evident,
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POSSIBILITE D'AUGMENTER LA PRODUCTION

8. Si aucun des autres choix ne convient, il
faudra alors déterminer le meilleur moyend aug-
menter la production. Le GTRFDO et le GTRFD-
(PNO) sont habituellement chargés de la mise
sur pied d’un programme de bonification. Dans
ce processus, il faut bien tenir compte des con-
traintes suivantes:

a. Recrutement/sélection — Y a-t-il
suffisamment de personnel pour que
I'on puisse y faire du recrutement ou
de la sélection? Il est inutile de trop
compter sur le PIOSR si I'on ne peut
trouver je PNQO qui convient, ou st les
métiers ne peuvent se permettre d'en
laisser aller.

b. Contraintes de formation — L’école
est-elle en mesure de faire face 3 une
augmentation de contingentement?
Peut-on agrandir I'école et augmenter
le personnel en conséquence?

¢. Contraintes financiéres — Le budget
alloué peut-il absorber les cotts qu’-
entrainera une augmentation dans la
formation?

d. Capacité d’acceuil — Si1'on entraine
du personnel additionnei, pourra-t-on
lui offrir des premieres affectations
convenables et intéressantes? Dans
certains CEM, le miheu marin par
exemple, il se peut qu’il N’y ait qu’une
contrainte {le nombre de couchettes
dans les navires) qui pourrait série-
usement entraver toute tentative
d’augmenter la production,

PROBLEMES QUI NE TOUCHENT
PAS LA PRODUCTION

9 Nous savans déja que les manqges de per-
sonnel dans un métier ou dans une classifica-
tion sont dus aux trop nombreux départs ou a
une production insuffisante. Il est relativement
facile d’augmenter la production, pourvu que
I'on aitles ressources nécessarres. D autre part,
if est beaucoup dificile de fremner les departs.
Comme on I'a vu, les causes sont diverses,
dépendant des points de vue exprimés par les
répondants. Ainst, si la cause de I'attrition n est
pas evidente, il faudra probablement deployer

2B-4




ANNEX B, CHAPTER 2

it may be necessary to devote considerable effort
to finding the root cause of the problem(s). One
process which may assist in this step is OA,
which is the purview of DMOS. Unfortunately
this 1s an extensive undertaking and DMOS has
a limited capacity for conducting OAs. It s
impossible to accurately predict what could con
tribute to an unsatisfactory attriticn rate. These
could include:

a.

Pay — Pay dissatisfaction may be
attributable to perceived inadequate
remuneration for the skills, duties or
working conditions pertaining to the
classification or trade. Due to the
complexity of the CF pay determin-
ation process, this offers anything but
3 short-term solution. The OPI for all
pay and compensation items is Direc-
tor General Compensation and Bene-
fits (DGCB), who should be consuited
at the outset if staff effort is to be
properly applied.

Classification/Trade Structure —
Quite often job dissatisfactionis caused
by lack of responsibility, inadequate
training, and frastration with the jobs
assigned. These are often symptoms
of poor specifications or trades and
classifications structures. Solutions
may be as simple as amending speci-
fications or couid involve total res-
tructuring. DMOS is the OPl for struc-
ture and should be 1in on the study at
an early stage.

Personnel Policies — Personnel poli-
cles such as the three-tier career
concepts could also contribute to attri-
tion Rates for conversion from SE to
IE, IE to IPS for officers and BE to IE,
and |E to IPS for OR could be contri-
buting to a high release rate., The
Long-Range Planning Models are not
immutable, and can, for valid service
requirements, be modified as required
if it is deemed not to be injurious to
the long-term health of the trade or
classification. The OPIs for the three
career programs are DPCAOR (for
OR) and DPCAQO {for GSOs and spe-
cialist officers). Other personnel poli-
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beaucoup d’efforts pour 1a découvrir. Ace stade--
c1, on pourrait recounir 3 une AQ, cette mesure

est du ressort du DSPM. Malheureusement, ce

genre d’analyse nécessite beaucoup de travail,

et le DSPM n’est pas toujours en mesure de 1a

mener 3 bien Il est impossible de cerner fes

causes precises d'un taux d'attrition jugé trop

éléve. Parmi ces causes on retrouve.

a.

2B-5

La solde — L’insatisfaction a cet
égard, peut étre attribuable 3 une
rémunération Jugée insuffisante pour
les aptitudes, les taches et les condi-
tions de travail dans une classifica-
tion ou dans un métier. A cause de la
complexité du systéme de rémunéra-
tion dans les FC, on ne peut gueére
envisager qu’une solution a court
terme. Dans ce cas, le Directeur gén-
éral — Rémunération et avantages
sociaux est le BPR qu’il faut d"abord
consulter sil’'onveutque les mesures
prises solent appliquées correcte-
ment,

Structure de la classification ou du
métiér — Le manque de responsabil-
ités, la formation inadéquate et les
frustrations au travail sont des causes
fréquentes d’insatisfaction. Ces caus-
es sont souvent des symptomes de
monographies médiocres ou de mau-
vaises structures de métiers et de
classifications. On pourrait tout sim-
plement modifier les monographies
ou procéder 3 une restructuration
compléte. Le DSPM est le BPR et il
devrait participer 3 i"étude dés le
début.

Lignes de conduite relatives au per-
sonnel — Des lignes de conduite
comme les concepts de la carriére en
trois valets pourraient également étre
des causes de départ. Les taux de
conversionde ECD aEdInt,de EdInt3a
Ed Ind pour les officiers et de En-
gagementmnitial 3 EdIntetde Edint a
Ed Ind pour les non-officiers peuvent
étre des causes du taux élevé de lib-
érations. Les MLTP n’'étant pas im-
muables, on peut les modifier en
fonction de besoins raisonnables, si
I’on juge que le métier ou la classifi-
cation n'auront pas a en souffrir a la
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cies which may influence attrition
rates are those pertaining to postings
and employment patterns (sea/shore,
field/garrison, North/South ratios).
These are matters dealt with by DPCO
and DPCOR, Posting stability/turbu-
lence is influenced by a variety of fac-
tors, such as fiscal constraints, tour
expiry dates, etc, which may also
have to be examined.

ATTRITION ANALYSIS OPTION

10. An attrition monitoring centre was es:a-
blished under DPRC to monitor attrition rates.
Director-Personnel Selection, Research and Se-
cond -Careers (DPSRSC) was assigned a com-
plementary responsibility to establish an attri-
tion data research and monitoring cell to conduct
periodic analyses of the reasons for release, and
conduct secondary analysis of attrition and re-
tention data for specific groups found to have
unusual attrition problems.

11. DPSRSC responds to short-term requests
for staff-level analysis of the attrition/retention
data for trades, classifications or other group
ings of CF personnel, based on the data available
from DPRC o1 DPIS. These analyses describe the
pattern of attrition, for years, ranks, sub-classi
fications or other variables, and analyze that
pattern along severa! dimensions in order to
clarify relevant issues and trends.

12. Additionally, DPSRSC has dele-
gated to CFPARU the responsibility for receiving
and processing reasons for release as provided
by the individual service member to the CFPARU
exit questionnaire. CFPARU will main-
tain records of these reasons for cross

sectional groupings of the CF for subsequent
analysis, and conduct indepth studies of the rea

sons for, and the mechanisms underlying, re

lease and retention patterns.

13. The process chart illustrating the Get-
Well Process is depicted in Figure 2B-1.
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longue. Les BPR des trois programmes
de carriére sont le DACPNO et le
DACO. Les lignes de conduite rela-
tives aux affectations et aux méthodes
d’emplot ({rapports mer/terre, cam-
pagne/garnison, nord/sud) peuvent
aussi influer les taux d'attrition. Ces
questions relevent du DCMO et du
DCM (PNO). Les contraintes finan-
ciéres, les dates d’expiration du péri-
odes de service, etc. sont des facteurs
qu’il faudrait peut-étre examiner, car
ils ont effet sur I’'équilibre du proces-
sus d’affectation.

ANALYSE DES TAUX D’ATTRITION

10. Ona établi un centre de contréle des taux
d'attrition qui reléve du DBPC. Comme respon-
sabilité complémentaire, le Directeur — Sélec-
tion, recherche et secondes carrigres du per-
sonnel (DSRSCP) a été chargé d’établir un
bureau de recherche et de controle des données
sur |"attrition. Ce bureau effectue des analyses
périodiques desraisons de départs, ainst que des
analyses secondaires des données relatives a
I"attrition et au maintien en service dans certains
groupes qui éprouvent de graves problémes
causés par les départs.

11. Enréponse aux demandes ponctuelles, le
DSRSCP effectue des analyses administratives
des données relatives a l’attrition et au mairten
en service pour les métiers, les classifications et
autres groupes de personnel des FC. Ces anal
yses sont fondées sur les données fourmes par
le DBPC ou par le DSIP. Elies servent a établir le
profil d'attrition par années, par grades, par
sous classifications et autres variables. Ce profil
est ensuite examiné sous différents angles, afin
d’en dégager les points importants et les ten-
dances.

12. Enoutre, le DSRSCPaconfié al'URPFCla
tache de recevoir et d’'examiner les raisons que
chaque militaire invoque pour quitter les Forces,
raisons que ce dernier indique dans le question
naire de I'URPFC qu’on lui remet au moment de
sa hibération. LURPFC conserve des dossiers sur
ces raisons pour des groupes des FC qui se
recoupent, aux fins d'analyses ultérieures. Elle
effectue également des études approfondies des
raisons et des mécanismes qui sous-tendent les
profils d’attrition et de maintien en service.

13. La Figure 2B-1 illustre le processus de
bonification.
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